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PART I 
INTRODUCTION TO JOB EVALUATION 


The term "job evaluation" is self-explanatory. It is a process through 
which individual jobs of an organization are evaluated in terms of the 
relative value of each one to all others. Job evaluation is a method, 
a system or a mechanism used to analyze the duties, responsibilities 
and requirements of individual jobs or positions in such a way as to 

be able to measure, weigh or compare the significant characteristics 

of them against like elements in other jobs in the same organization. 


Generally, the primary objective of the use of any job evaluation plan 
is in the interest of the principle or "equal pay for equal work". In 
fact, some such scientific approach - regardless of what it may be 
called - is absolutely essential to any organization if its very im- 
portant and difficult problem of compensation is to be solved on the 
basis of facts and fairness. However, as by-products of a properly 
developed, installed and administered system of job evaluation, there 
are almost unlimited additional benefits to be derived for the mutual 
good of both the organization and its employees. A few of the most 
tangible and most important potential benefits it makes possible are: 


1. An improved and more logical organization; 

2. A greatly simplified and more business-like 
basis for selecting and training new employees; 

3. A sound basis for establishing standards of 
performance for each job and, in turn, a 
tangible basis for evaluating such performance; 

4. An improved understanding by all concerned as 
to the specific duties, responsibilities and 
requirements of their respective jobs, rela- 
tions with other employees, etc.; 
and - 

5. As a direct result of these and other improve- 
ments which naturally follow, it contributes 
to good employee morale which, in turn, is 
indispensable to true efficiency. 


Scientific job evaluation is not a newly discovered way to effect 
equitable rates of pay. Such an approach to this most common of all 
management problems has, in one form or another, been in use both in 
industry and in government for many, many years. However, the appli- 
cation of its principles to rural electric cooperatives is - like the 
program itself - relatively new. There is now - so far as is knowm - 
no such plan in common use in the program. For this reason, consid- 
erable time and study have been devoted to the development of this 
plan in the belief that one specifically designed to fit or to be 
readily adaptable to the needs of the average rural electric coopera- 
tive might prove to be generally useful and beneficial. 


Probably the principal difference between an average rural electric 
cooperative and organizations typical of those which have been using 
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PART I - Introduction to Job Evaluation 


job evaluation for some time is size. This - in turn — more or less 
dictates the principal difference in this plan and most other plans 
in common use. Most job evaluation plans in general use today were 
developed in terms of and specifically for use by relatively large 
organizations. Most of these plans, therefore, provide two or more 
sets of "yardsticks", each one being specifically designed for use 

in connection with distinctly different categories or types of jobs. 
For example, in large manufacturing organizations, one plan - specif- 
ically desiyned for that purpose - might be used to evaluate all jobs 
of a skilled or an unskilled nature in their factory operations; 
another specifically developed plan might be applied to their admini- 
Strative, clerical and general office type jobs; and perhaps still 
another might be used in rating all executive and supervisory type 
Jobs. 


It is perfectly understandable that large organizations would require 
perhaps several different "yardsticks" to achieve the same result 
that small organizations can and should accomplish with a single 
scale. Where the large organization has the principal problem of 
eftecting equitable rates of pay within individual departments, div- 
isions or units, the small organization has the same problem with 
respect to all its employees - regardless of whether they work in- 
side or outside, and regardless oi how drastically different their 
individually assigned duties may be. In other words, the average 
Size ol the organizations for which this plan has been developed is 
such as to require a mechanism which can be used to efiect equitable 
rates of pay for jobs throughout the organization and, more important, 
one which makes it possible to compare completely different jobs with 
one another. Therefore, the nature of the problem to be solved by 
the average electric cooperative, i.e., organization-wide, dictates 
that all jobs must be evaluated against the same factors. This plan 
provides such a mechanism. 


The proper use of this plan - as is true in the applicatim of any 

job evaluation system - requires that a number of extremely important 
principles fundamental to its installation and administration be thor- 
oughly understood before any attempt is made to apply it. Some of the 
most important and most basic of these principles are: 


1. Job evaluation is not an exact science. Results 
realized through its use can be only as sound as 
the understanding and judgment of its developer (s) 
and, more particularly, only as effective in use as 
the person who installs and administers it has and 
consistently exercises the skill required to make 
it effective. 


2. Job evaluation is a process which relates directly 
and exclusively to the job. It takes the ingumbent 
or applicant into consideration only in terms of 
what the duties and responsibilities require of him 
or her from the standpoint of education, experience, 
job know-how, etc. Adherence to this principle re- 
quires that, insofar as is numanly possible, an in- 
cumbent of a job cannot be allowed to influence 
either the duties and responsibilities which may be 
assigned to it or the evaluation of it. 
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PART I = Introduction to Job Evaluation 


Job evaluation, as such, is not concerned with 

how well or how poorly an incumbent performs the 
duties of the job being evaluated. Although this 
is a very real problem for supervisors, it cannot 
be allowed to influence the make-up of the job or 
its evaluation. This type of problem can and 
Should be tackled through a system of merit or per- 
formance rating. 


Job evaluation is not a stagnant thing. Regardless 

of how effective the original installation of a plan 
might be, it cannot be allowed to merely "coast". 
Because an organization is subject to constant change, 
its plan of job evaluation must likewise be considered 
a changing thing. It must be kept current. 


Proper installation and use of job evaluation requires 
a great deal of judgment, common sense and the ability 
to be fair, unbiased and, above all, realistic. If 
these abilities are successfully exercised throughout 
the installation process, the end results should be 
answers which will prove to be a sound basis for truly 
equitable rates of pay; on the other hand, any attempt 
to use it as an instrument expected to automatically 
supply answers to all personnel problems will result 
in disappointment for all concerned. 


The proper installation and administration of a plan 
of job evaluation should enable the responsible exec- 
utive or supervisor to sit down with any subordinate 
and show him or her in black and white just why and 
on what basis the job in question has been evaluated 
as it has. Inability to do this - with a reasonable 
employee - would suggest that a weakness requiring 
immediate correction exists in either the organiza- 
tion or the evaluation of the job. 


Installation of job evaluation does not and should 
not imply either pay increases or decreases, even 
though its installation might result in either for 
any employee in the organization. However, since 
by its very nature, it should be a long-range and 
lasting instrument, if at all possible employees 
should be given, in the beginning, as much assurance 
as possible that the results will not be allowed to 
adversely affect present employees. If such assur- 
ance can be given, it requires - in turn - that man- 
agement be prepared to make very explicit to all 
concerned the reasoning behind the continuation, at 
least for the present, of any rate of pay which is 
inconsistent with a job's evaluation. 
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PART ITI 
JOB EVALUATION TOOLS 


The one and only thing that any job evaluation plan - in itself - can offer 
to any administrator are the tools needed tor its installation. The quality 
and effectiveness of the results he realizes through their use are much more 
dependent upon a number of things, over which the system has absolutely no 
control, than they are upon anything else - including even the soundness of 
the plan itself. In other words, the evaluation mechanism is one thing; the 
proper use of it is something else. The availability of even a perfect sys- 
tem (if it were humanly possible to devise one ) could not, in itself, in- 
sure quality results. This is because the end results achieved through the 
use of job evaluation emerge principally from the decisions made by the ad- 
ministrator in the course of installing and using it rather than from the 
Plan itself. 


Careful attention to the details relating to the installation and administra- 
tion of this plan - as described step-by-step in Part ITI - should effect a 
realization of just how true this is. 


With this in mind, let us now consider the three basic tools of this plan: 
Tool Number 1 - Job Evaluation Factors: 


The first step in the development of any job evaluation plan is necessarily 
the identification of the particular elements, characteristics or factors 
which — to one degree or another - are present in the various work assign- 
ments which make up the organizations for which the plan is being created. 
The particular characteristics sought for this purpose are those which ex- 
press tangible differences between the various jobs ol the organization in 
terms of their respective duties, responsibilities and requirements. Accom- 
plished, these selected elements or characteristics - hereafter referred to 
as "job factors" - constitute the foundation for other parts of the plan. 


Accordingly, an exhaustive study of the wide range of functions which are 
necessarily parts of the total operating and administrative machinery of 

the average cooperative revealed that a group of ten factors would be essen- 
tial to full ahd proper consideratiom and accurate weighing of the various 
kinds of jobs found in this type of organization. These ten job factors 

are as follows: 


SKILL (Those particularly significant abil- 
ities, qualifications, "know-hows", 
Education and/or Expezience etc., which the incumbent is normal- 
Initiative - Ingenuity ly expected to bring with him.) 
RESPONSIBILITY 
(Those particularly significant 
For Supervision things for which, in addition to 
For Equipment, Tools and Materials the performance of ordinary duties, 
For Safety of Others the incumbent is specifically re- 
For Member and/or Employee Relations sponsible.) 

EFFORT (Those particularly significant kinds 
EFT N and amounts of effort which perform- 
Phy sical ance of the job duties requires of 

Mental and/or Visual the incumbent. ) 

JOB CONDITIONS (Those particularly significant con- 

33 ie a ditions under which, due to the 
Working Conditions nature of the job, the assigned duties 
Unavoidable Hazards must be performed. ) 
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PART II - Job Evaluation Tools 


Tool Number 2 - Table of Relative Values of Job Factors: 


Obviously, all ten of the aforementioned job factors are not and sould 
not be of equal weight or value. For example - and admittedly using an 
extreme - the relative significance of any physical effort required by 
most jobs would be slight in comparative value with the "know-how" or, 
as this plan refers to it, the education and/or experience required. 
Consequently, careful study and thorough consideration of the unlimited 
ramifications involved resulted in the development of the following 
table of relative values, percentage-wise, of the job factors ecncerned: 


SKID oa vale te ke Colbie ated mardi alae el ate ei aretite: ieee font enet Ene 


Education and/or Experience .ceesssccceeeee ee e2h 
Initiative = Ingenuity... ccs ccoccccvecscseselOh 


RESPONSIBILITY sc o sive oe cece Sec es sulca sis smee rasa nelnnes yp 


For? Supervision + 4eecrsesiss sce cve scenes eur 
For Equipment, Tools and Materials.....sese+- Of 
For Safety off Otherses.. sc ste ccs ee le ioe ene 
For Member and/or Employee Relations.......+. 5% 


EFPORT 3. oP PPI CAS Te a ee oe ee niet Lo 


PhHyYSicaleccscccccccrvveccecccesscreseressoers 5% 
Mental and/or Visuales ther sts ce eo emeute tee eLUn 


JOB CONTILE LONG cre cto circle cece coin ive saat olrain is 6c ckers eieisietaieanst ie 


Working CONGA U1 OMS eieiclele oe siclololcteleie felsic swrsleleieisisis by 
Unavoidable Hazards. ..«ccscveccccescececssenstUp 


It is believed that the above table represents a logical distribution 

of the total weight among the ten job factors concerned, and that the 
definitions of these factors - as set forth in the first paragraph of 
each sheet of definitions (Tool Number 3) - will serve to clarify the 
full and proper meaning of each one. However, in view of the principles 
upon which the relatively heavy weight placed on "Supervision" are based, 
a further explanation of this matter seems in order. 


The factor "Supervisim" - as used in this plan - is based upon the 
theory that a supervisor, regardless of the organizatimmal level of his 
particular job, is fully responsible and accountable for all things on 
the job as far as any one or more subordinates, either temporarily or 
permanently assigned to his jurisdiction, are concerned. In other words, 
for the purposes of this plan, the factor "Supervision" has been incor- 
porated as a total and all-inclusive responsibility with respect to any 
and all subordinates for such periods of time as they are assigned to work 
under the direction of the supervisor. Therefore, in actual practice, 

to the extent that this principle is compromised, then to that extent the 
weight this plan places on this factor would naturally be inaccurate. No 
alternative to this is provided. To do so would constitute a suggestion 
that this very basic principle of sound organization and management be 


compromised. 


Obvious, also, in applying this factor of "Supervisim", is that special 
care must be exercised to avoid placing dual weight upon supervisory jobs 
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PART II - Job Evaluation Tools 


Tool Number 2 - Table of Relative Values of Job Factors (Continued ): 


in connection with such other factors as "Equipment, Tools and Materials", 
"Safety of Others", "Mental and/or Visual" effort, etc. Close attention 
to the first paragraph of each of the definitions will help to avoid this 
error. The first paragraph oi each sheet of definitims will remind you 
that full credit should be given to supervisory jobs for everything in 
terms of their responsibilities for subordinates, but that this weight 
should be credited under "Supervision" and not duplicated to any degree 
under other factors. 


Tool Number 3 


Definitions and Corresponding Point Values, by Degrees, of Job Factors: 


Tool Number 1 establishes the ten basic job factors. Tool Number 2 estab- 
lishes, percentage-wise, the relative overall value of each of these fac- 
tors. This - Tool Number 3 - defines each one of the ten job factors, 
breaks each one down into five degrees of varying significance or weight 
and translates the relative value of the degrees into a pattern or scale 


of point values for use in the evaluation process. 


The evaluation process is primarily one of determining the relative degree 
to which certain elements are present in individual jobs. It is a matter 
of ascertaining the frequency, the intensity, the amount, the nature, etc., 
of the dozens of cheracteristics which, in the final analysis, cause in- 
dividual jobs to be difficult, easy, involved, simple, responsible, routine, 
hazardous, non-hazardous, fatiguing, etc. It is for the purpose of deter- 
mining to exactly what extent these characteristics exist that each of the 
ten basic factors is broken down into five degrees. Proper understanding 
and application ot these degrees and their corresponding point values 
should result from close study of the definitions. 


In the actual applicatio of the definitions and corresponding point 
values, it should be borne in mind that the particular number of points 
designated for each of the degrees would be applicable to a more or less 
exact conditio or circumstance. To the extent that a definition is 
fully suitable to a given condition or circumstance, it should, of course, 
be applied and the corresponding number of points credited to the job. 
However, there is no reason at all for not departing from the exact num- 
ber of points specified by a certain dezree if, in your best judgment, 
accurate evaluation of the job requires it. For example, there would be 
no justification for evaluating a job with respect to "Initiative - 
Ingenuity" in the third degree with exactly 60 points, as called for by 
that degree, if the use of either 50, 55, 65 or 70 points would more 
accurately express the Job's weight or value with respect to the same 
factor in other jots in the organization. 


This "common-sense" application of the definitions and point values calls 
for bearing in mind at all times - but particularly in the final stages 
of bringing your evaluatims of all jobs into proper balance - the de- 
sired end objective. This objective is to effect, as nearly as possible, 
an accurate and equitable distribution of weight over all jobs concerned 
in connection with each of the ten job factors. In order to accomplish 
this, it is ordinarily necessary to depart one way or the other from the 
precise number of points established for each degree. 


PART II - Job Evaluation Tools 


Tool Number 3 (Continued) 


Definitions and Corresponding Point Values, by Degrees, oi Job Factors: 


Of particular importance to this entire subject ot the tools for job eval- 
vation is the matter of their soundness. It is believed that the tools of 
this plan are based upon sound reasoning. However, since the process is 
not an exact science, justifiable differences of opinion might very well 
exist - or develop - with respect to any one of the tools, i.e., the ten 
basic job factors, the relative weight of these factors or the supportin; 
degree definitions. In fact it would, no doubt, be humanly impossible to 
formulate a similar set of standards which could be substantiated beyond 
question on the part of everyone concerned. Since this is true, it is 
recognized that any cooperative - in the course of using this plan - 

could possibly come to the conelusion that, for one reason or another, 
adjustment of these basic tools would make them more readily adaptable 

to its particular organization. This could possibly be true. However, 

it is strongly urged that any adjustments, modifications or changes made 
be the result of very careful thinking and consideration and thorough 
understanding of the reasons for and implications of such changes. Such 

a decision should, in fact, represent the thinking of perhaps a group of 
managers or other persens rather than merely be the result of local opin- 
jon. In other words, the judgment of a group of managers or of the state- 
wide organization might be somewhat sounder than the thinking of per- 
sonnel of a single organization. 


Obviously, the fact that the use of these tools in the prescribed form 
fails to result in answers one would prefer to have is an altogether in- 
sufficient justification for adjusting them. 

The table of point values, by degrees, of the job factors follows: 


SCHEDULE OF JOB FACTORS AND RELATED POINT VALUES BY DEGREES 


JOB FACTORS: POINT VALUES BY DEGREES 
1ST 2ND 3RD 4TH STH 

SKILL (35%) 1ST 2ND 3RD 4TH STH 
Education and/or Experience........ ceceecees 50 100 250 200: 4250 
Initiative - Ingenuity. ...ecsseveesceseseves 20 oO 60 80 100 


RESPONSIBILITY (35%) 


For Supervision... secsccccrccccssseccscecs Lo 80 120 160 200 
For Equipment, Tools and Materials.......... 10 20 30 4hO 50 


For Safety of Others... 3... escent es ove aw LO: MeO Sar sO TO mee 

For Member-Employee Relations......... oo 00's $10 -2OnE SOME OO MmEEoG 
EFFORT (152) 

Pryaical wana: 00 see 5 OS a ae ian ee eel On 120. 0M LORESG 

Mental and/or Visual.......... owe de ge eleeis ea, CONTRO EOC COME OU 
JOB CONDITIONS (15%) 

Working Conditions... «ec. sce pt eile oesiciwe LO) 0 2OM 30h BeHO wae oO 

Unavoidable Hazards’ .-.c s+ ccs sleecincitetes tre 7°20. UO 60% 26079100 


On the following pages of this PART, will be found definitions, by de- 
grees, of the job factors for use in evaluating jobs and applying the 
above table of point values. 
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EDUCATION AND/OR TRADE OR PROFESSIONAL EXPERIENCE 


This factor is used to measure the job requirements in terms of the degree 


of mental development necessary for the employee to be able to understand 
and to satisfactorily handle the work assigrment following a reasonable 
period of training on the jobs Such mental development may be the result 
of either formal schooling, trade or professional experience, or a dom= 
bination of bothe 

lst DEGRETs 

Requires only minimum mental development in terms of formal schooling 

and little or no trades trainin or work experiendee Requires mere 
ability to read and write only the extent necessary to read and 


understand warning signs, tell time, read a oalendar, sign own name, 
etce 


2nd DEGREE: 

Requires mental development equivalent to completion of an elementary 
sohool education. Requires previous work experience, along the seams 
general iines, only to the extent of enabling the incumbent to either 
know or be able to learn the uanes, uses, operations, eto., of any 
equipment, tools, materials, methods and procedures, eto., common to 
the work assignment. 


ord DEGREE: 


Requires mental development equivalent to completion of a high sehool 
education, plus one (a) to three (3) years aipaa ly related work exper 
encee Experience should have been such as would enable the ino t 
to be generally femiliar with and to understend the purposes, uses, 
Sropeigh err etce, of equipment, tools, materials, methods and procedures, 
etoe, common to the work assignment. 


(One year of business or trade school and/or two years of related work 
experience acceptable in lieu of each unfinished year of high school.) 


4th DEGREE s 

Requires mental development represented by completion of a Boe school 
education, plus four or more years of related trade or professiona 
experiencee Experience should have been such as would enable the in- 
oumbent to have a sound basic knowledge and Hacer eats of the 
principles, purposes, uses, operations, etc., of the equipment, tools, 
materials, methods, procedures, etce, common to the work assignment. 


(One year of business or trade school and/or two years of comparable work 
experience acceptable in lieu of each unfinished year of high school.) 


5th LEGREEs 


Requires mental development equivalent to completion of a formal foure 
ar collere course, plus a period of closely related and comparable work 
experience, involving progressively heavier responsibilities, which would 
have supplied an except lone -1y good knowledge and understanding of the 
principles of, equipment and apparatus used on, an 6 methods and pro- 


cedures common to the work assignmente 
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EDUCATION AND/OR TRADE OR PROFESSIONAL EXPERIENCE - Continued 


(fwo years of additional comparable work experienoe, involving progress- 
ively heavier responsibilities, agoeptable in lieu of each of as many as 
two unfinished years of college worke) 
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INITIATIVE © INGENUITY 


This factor is used to measure the job requirements in terms of the degree 
or extent of initiative, ingenuity, resourcefulness and independent judge- 
ment, decision, action, eto., which may be recuired of the inounbent for 
fully satisfactory handling of the job assignment. Consideration should 
be given to such things as the extent to which duties are standardized, 
independent planning required, extent to which various things must be 
anticipated, etc, 


ist DEGREE: 


Requires only the ability to understand and follow simple oral instruot= 
fons under olose direct supervision.s Work consists of relatively few 
simple and repetitive duties. Methods and procedures seldom change and, 
when y do, incumbent is trusted in detail by supervisore Independe« 
ent judgement limited to common, ordinary “horse-sense". 


énd DEGREE s 


Requires the abllity to perform, under relatively olose supervision, 
several regularly assigned, simple nut ee taskse sit baat ons seidom 
oscur which reqire departure from established routine and, when they 
do, the inoumbent's supervisor is available for guidance. Independent 

judgement and deol sion © simple details relating to timing, 
arrangement of work, type of tool to use, ete. 


Srd DEGREE: 


Requires the ability to perform, under rather general supervision, a wids 


variety of individually simple tut collectively complex dities or opera- 
ons. Methods, procedures, standards, etose, have been established; 


however, situations occasionally ogcur which require the use of some 


independent judgement and decision. Ineumbent's supervisor is not always 
available for guidance, Has responsibility for recognizing and directing 


to supervisor'e attention situations where desired @&d results may not 
be achieved by Fellowing normal practises, procedures, etc. 


4th DSGREE: 

Requires the ability to perform, under only very broad general supervision, 
a very wide variety of relatively eee dities or operations. Although 
most work is performed within the limits of established policies, proce~ 
@ures, standards, methods, time schedules, eto., situations very frequentl: 
ocour which require the exerciee of considerable Independent jude ement and 
decision, principally in terms of interpreting existing po eS, menareneht 
Thinking, eto. Very frequently supervisor is not available for guidance and 
4n such situation, incumbent must make decisions and assume responsibility 
for games 


5th DEGREE: 


supervision, a very wide variety of complex and involved duties which ree 

quire the exercise of independent judgement and de ae 

that of the Board of Direotorae Supervision is limited almo 
and tre T 


to the setting of basic poll review of end resultse U:usual 

situations setliie for the most difficult interpretations of policy in 

connection with both edninistrative and technical problems are Sisvacter= ibs! 
istic of the positions 
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SUPERVISION ~ RESPONSIBILITY POR 


This factor is used to measure the requirements of the job in terms of the 
relative degree of responsibility for, and the comparative ease or diffie 
culty inherent in the job from the standpoint of meeting the sooperative's 
supervisory standards in the course of achieving desired end resulte through 
the efforts of subordinate employees. 


Partioular consideration should be given, not only to the mmber of 
employees supervised but, also, to the many and different conditions and 
ciroumstances ~ both favorable and unfavorable - which, to a great extent, 
determine the relative ease or difficulty of the carrying out of the total 
supervisory responsibility, Some of the more importent conditions and cire 
cumstances to be considered are: 


(1) Whether the supervisory responsibility of the inoumbent is one of 
permanent, continuing nature or is only for varying lengths of 
time as one or more employees are assigned to assist with individual 
tasks periodically. In this oonneotion, sonsideration should alao 
be given to usual mumber of employees, the frequency of such assigne- 
ments, normal duration, etce 


(2) fhe relative extent to which subderdinates are usually supervised 
either directly or indiresotly. 


(3) The relative extent to which the work of one or more subordinates 
requires the cooperation and/or coordination with that of other 
exsployees; the relative ease or difficulty of achieving thise 


(4) The relative extent to which those he supervises, either direotly 
or indlreetly, work in close proximity to the inoumbent and/or to 
one anothers 


(6) To what relative degree the assigned work of those he supervises 
is simple and routine, varied and complex, technical or semi-tech= 
nical, etos 


(6) The reletive importance of member, consumer and public relations 
in the assigned work of subordinates. 


(7) The extent to which, and the relative seriousness of, any hazards 
which exist in the normal work of subordinates; the relative ease 
or difficulty of supervision because of semee 


(8) The relative degree of responsibility for training and supervising 
subordinates in sueh a manner as to prevent waste of or damage to 
either cooperative-owned or member-owned property. 


(9) The reletive imports: ce or seriousness of any difficulties whioh 
would or might result from ineffective supervisione 


SUPERVISION «= RESPONSI BILITY FOR (Continued) 


let DEGREE: 


Assigned duties are such as to require the supervision of a minie 


mum number of subordinates, Relatively favorable supervisory condi- 
tions and circumstances existe 


2nd LEGREEs 

Assigned duties are euch as “ocr - Agsigned duties are such as 
to require the supervision of to require the supervision of 
@ relatively small numer of a minimum number of subordin= 
subordinates. Favorable super@ ates. Unfavorable supervisory 
visory @nditions and olroun- oonditions and olroumstenoes 
stances existe exists 

Srd DEGREE s 

Assigned duties are such as -or=- Assigned duties are such as 
to require the supervision of to reqiire the supervision of 
&@ relatively large group of a relatively small number of 
subordinates who may or may subordinates. Unfavorable 
not constitute an entire de- supervisory conditions and 
partments Favorable supere- Cirowunstanses existe 


visory eonditions and olre 
cumstances existe 


4th DEGKEEs 

Assigned duties are such as to require the supervision of a relative) 
nero OAR of subordinates who may or may not constitute an entire de= 
Pp te avorable supervisory conditions and olroumstances existe 
Sth DEGREE: 


Assigned dutiss are such as to require supervision, either directly 
or indirectly, all personnel of the organk sat tone Unfavorable super- 
visory conditions and olroumstances existe 


EQUIPMENT, TOOLS AND MATERIALS - RESPONSIBILITY FOR 


This factor is used to measure the requirements of the job in terms of the degree 
or extent of non-supervisory responsibility for the proper use, operation, main- 
tenance and/or care Of any equipment, tools and materials assigned to or used by 
the incumbent in the performance of his duties in such a Way as to prevent waste 

or lose of and/or damage to same. Consideration should be given to that particu- 
lar responsibility, if any, which the incumbent may have for performing his work 

in such a way as to avoid damage to property belonging to members and/or other con~ 
sumers. 


lst DEGREE 
Assigned work is such as to normally involve the use of only relatively small and 
inexpensive tools, most of which are not easily damaged. (nly common, ordinary 
gare and caution should confine the prdability of any loss or damage to an abso- 
Iute minimum. Only minimm responsibility for any materials and/or supplies. 
2nd DEGREE 
Assigned work is such as to normally involve the use of only relatively low-cost 
items, most of which are not eas damaged; however, occasionally, Seeger ex- 
nsive items are used. tly Sonn reasonable care and caution should prevent 
sae or damage; however, coossi onaliy, serious negligence could result in consider- 
able loss or damage. Some responsibility for matentats and/or eee taly min- 
Tum prdability 5, being Instrumen n any loss or age to members" or consum- 
ers proper y e 
3rd DEGREE 
Assigned work is such as to quite frequently involve the use of relativel valuable 
and costly items. Ordinarily somew more than usual care and caution - and fre— 
vently exceptional cere and caution — necessary tO prevent loss or damage to co- 
oakativecomned property. Quite frequently, almost any degree of negligence could 
easily result in extensive Ioss to ‘Ve cooperative. Responsibilit for materials 
and supplies is secon ) or equipment, tools 3S other property. Some 
probabitity of being Tneteentad in the damage of members! or consumers! property. 
lth DEGREE 
Assigned work is such as to quite regularly involve the use of the most costly items 
of cooperative-owmed property, as wetT as ee occasionally involve Rtmisste 
damaging the property of members or consumers. Sctecordty care and caution Colts 
Feqularty, St oetrens care and caution occasionall » are required: Quite frequen tl ’ 
only the slightest degree of negligence could easily result in extensive 10s to one~ 
or both. eo, as haga ea 
Sth DEGREE 
Assigned work is such as to regularly involve the use of the most costly items of 
cooperative—owned property, as well as to present maximum possibility of damage to 
the property of members or consumers. Only the slightest degree of negligence in 


the course oi performing ordinary, day-to-day work could very easily result in very 
serious loss for the cooperative, a member-consumer or both. 


SAFETY OF OTHERS © RESPONSIBILITY FOR 


- This factor is used to measure the requirements of the job in terms of the 

Gegree or extent of non-supervisory responsibility which the nature of the 
assigned duties places on the ee for performing his work in such e 
way as will prevent injury to others. Consideration shald be given to the 
kind of work being performed, the circumstances under which it is accom 
plished, the potential degree of danger in it, the frequency and duration 
of such work assignments, the normal proximity of other employees, etes 


ist DEGREE; 
Assigned work of incumbent is such as to involve only 


tinimun responsie 
bility for the safety of others. Work performed is essentially non= 


at_all times. Probability of injury to others neglig e 
2nd DEGREE» 


Assigned work of inownmbent is such as to normally be non«hazardous to 
others; however, cocasionally, nature of wor semi-hasardous for 


reletively short periods ime, Has some responsibility for safety 
of others. 6 of serious injury to other remote. 
Srd DEGREE: 


Assigned work of incumbent is such as to be normally semi=harardous to 
others; however, eee nature of work 1s hasardous for relativel 


short aan of ° ently, has relatively heavy responsibilit 
or ety of others. Pro for serious Ess pact present 
in work being accompli @ 

4th DEGREE s 

Assigned work of ineumbent is such as to normally be hazardous to others; 
however, SR es the nature of the work is very hasardous 

relatively sh ricds of time. VY. frequently has heavy responsible 
lity for safety of otherse Possibility of very serious injury generally 
present in work being performsde 

6th DEGREE: 


Assigned work of inaimbent ie such as to present maximum hasards to 
others during gwh of the time. Has yery he ing responsibil = 


lity for safety of otherse Possibility of th 
others ever present in most jou sek pemental 


sys 


worge 4% 
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MEMBER @«FMPLOYEE RELATIONS « RESPONSIDILITY FOR 


This factor is used to measure the requirements of the job in terms of the 


degree or extent of non-supervisory responsibility the incumbent has for, 
and the diffioulty inherent in, performing his assigned duties in such a 


way as to contribute to the development and maintenanoe of cordial and 
harmonious relations with all concernede Consideration should be given to 
the nature and frequency of contacts with members and others, the relative 
degree of knowledge and underatending the incumbent must have of the be 
laws, policies, procedure, the organisation, its relationships, etoe, a8 
well as the normal degree cf courtesy, tact and diplomacy required. 
Consideration should also be given to any intemal organizational olroum=- 
atances which require the inoumbentt effeot understanding by or coopera= 
tion of employees not under his supervisione 


lst DEGREE: 


Assigned work is such as require absolute minimm contact with members, 


consumers, or otherse No signifioant relations problem With respeot tb 
other enployees. 


énd DEGHEE ¢ 

Assigned work ia such as to require only occasional contacts with members, 
consumers end others. Such contacts ats almost exolusively to routine 
matters. Any matter other than See ae routine is immediately referred 
to somone else for hand inge No significant relations problem na ree 
spect to other employeese 


Srd DEGREF 3 

Assigned work is such as to require frequent contacts with members, oon- 
sumers or others with respect to Gounices dayrto~iey routine work; however, 
occasionally, such contacts may be of an unusua -teohnioal nature, or 
fnvolve min 


or misunderstandings, complaints, eto. in ent has res Leo 
bility for recogniz end referr to supervisor any contact that - 
els migh op into a dispute, serious misun retanding, etoe Only 
normal cooperation required internally. 
4th DEGREE: 


Assigned duties are such as to require daily contacts with members and others 

with respect to wide variety of both day=toeday routine and unusual problemse 

Frequently, the subject of such contacts is, or represents, a potentiall 

serious problem from the standpoint of member relations. nies has hea 

pesponssbelity for either personally handling, or recognizing and referring 
his supervisor, problem oases of the most serious nature, re than 

ae Se Seamer for effecting understand ing and cooperation on the 

part of employees not under his sipervisione 

Sth DEGREE s 


Assigned duties are such asto meke inoumbent responsible for planmin 
direoting and coordinating all affairs of the cooperative in suoh a way 
as to estabiish and maintain h niou 


sh_ and maintain harmonious relations among loyees 


members, consumers and the seneral public. Personally handles all of the 
most difficult problems and, as required, formulates and reoommands to 


BOSv Dstioule proviems 
the Board of Directors the adoption of all new or revised policies relate 


ing to such matters. 


PHYSICAL EFFORT 


This factor is used to measure the requirements of the job in terms of 
the nature, intensity and frequency of the physical effort required of 
the inoumbent by the performance of his assigned work, and the extent 
to which such tuties induce physical fatigue. Consideration should be 
given to both the usual and unusual requirements of the job ir terms 


of walking, lifting, carrying, pushing, pulling holding, diggi 
Glimbing, eto, as weil as to the weight of the equipment, tools, 

materials, etco., used and handled in the course of performing the duties; 
any addational strain resulting from having to perform the work in a close 


or otherwise ol oditions the faticuing effect of the repetitive move= 
ment of bends, arms, etco., over E taaied periods of time. 
lst DEGREE: 


Duties are such as to require no more than negligible physical effort. 
2nd TEGREEs 


Duties are such as to only occasionally require light physioal effort 
over relatively short periods of times 


Srd DEGREE s 

Duties are such as to frequently require light physi cal effort over 
rata cvely long periods of time, or ocoasiona relatively heavy phy= 
sical exertion over short periods of time. iegtigibie strain involvede 
4th DEGREEs 


Duties are normally such as to require relatively heavy physical exertion 
over extended periods of time. Limited degree of Strain possible during 
very short parteds of time. 


Sth DEGREE s 


Duties are such as to require maximim physical exertion over relatively 
long periods of time. Considerable degree of stra n possible. 


MENTAL AND/OR VISUAL EFFRT 


This factor is used to measure the requirements of the job in terms of 
the wature, intensity and frequency of the mental and/or visual effort 
required of the incumbent in the performance of his assigned duties. 
Consideration should be given to the degree of strain and/or fatige 
inherent in the job assignment, any requirement for unusual alertness 
or attention to detail, the difficulty of any mental end manual co- 
ordination, the length of suoh cyoles, eto. 


ist. DEGREES 

Duties are such as to require only continuing ordinary attention at 

G11 times. Only minimm fatiguing strain. 

2nd DEGREE ¢ 

Duties are such as to normally require only continuing ordinary atten- 
tions however, somewhat oloser attention and ragepeers esr are occasion= 
diy required during Estatively short p eriods of times Only Sight degree 
of fatiguing strain occasions Ye 


Srd OBGREEs: 


Duties are such as to normally require relatively close attention at all 
times; however, very close attention and concentration are srequently 
required but for sag Felatively short periods of times Some degree of 
fatiguing strain frequently. 


4tb _DEGREF 


Duties ere such as to normally require very close attention and oonoen= 
tration in connection with mich of the work performed; however, exacting 


attention to and intense concentration on details are frequently required 
over relatively short periods of times Considerable esi gaise strain 
frequently. 

Sth DEGREE: 


Duties ere such as to normally require very exacting attention to details 
end @ high degree of oencentration in connection aTeR most of the work 


performed. Maximum degree of mental and/or visual strain. 
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WORKING CONDITIONS 


This factor is used to measure the requirements of the job in terms of 
the nature and extent of, and frequency of expssure to, any disagree- 
able and/or undesirable conditions or ciroumstances under which the 
inoumbent must perform his assigned worke Consideration should be 
given to dirt, greace, noise, exposure to the elements, offehours duty 
Oall, etce 


lst DEGREE s 

Assigned duties are such as to permit incumbent te work under clean 
orderly and zenerally desirable conditions. Minimum disagreeable or 
undersiravlie conditions. Little or no exposure to the elements, Mine 
imum chanos for duty call outside regular hourse 

2na DEGREE: 


Assigned duties are such as to permit inoumbent to normally work under 
relatively clean, orderly and generally desirable conditions; however, 


occasionally work subjects him to fairly disagreeable conditions or 
circumstances. Occasionally exposed to the elements. Occasionally 
called for duty outside regular hours. 

Srd DEGREE: 


Assignea duties are such eas to frequently subjeot incambent to consider- 
ably disagreeable or undesirable conditions or ciroumstances. Setar 
subjected to the normal extremes of hot, oold and wet weather. requent- 
ag led upon for off-hours dutye Probability of off-duty calls 
strongest during most severe kind of weathers 

4th DEGREE s 


Assigned duties are such as to normally subject incumbent to the maxio 
mum disagreeable and undesirable conditions and circumstances. Regue 
arly subjes to the normal extremes of hot, cold and wet weather» 

Melee: to off-hours duty call at all times « dey, night, weekends, 


holidays, etc. Probability of off-hours duty of long duretion oall 
strongest during the most severe kind of weather. 


Sth DEGREE» 


Assigned duties as such as to normally subject the incumbent to the 
maximum disagreeable and undesirable conditions and circumstances des- 
oribed under the 4th IBGREE. However, in addition, the worr assignment 
Ts suoh as to require the inoumbent to live permanently at 4 location 
which is {noonveniént and undesirable Fon the Btanapernt of having 


inadequate medical, educational, religious, shopping, and/or enter- 
tainment facilities. 


UNAVOLDARLE HAZARDS 


This factor is used to measure the requirements of the job in terns of 
the nature of and defrae to which the incumbent is exposed to unavoid= 


able hazards to life b and health which are inherent in his assipned 

work even though @11 usual safety measures and other possible precautions 
have been takene Consideration should be given to the frequensy of 
exposure to such haseards, the relative degree of danger involved, the 
possivie seriousness of an injury should one ocour, etGe All types 

of potential hazards should be given due weight such as, aits, bruises 
sunstroke, freesing, aoa! objects, miscle strain, broken bones, auto~ 

motive collision, er of sight, electrical and other types of burns, 
and even dvathe 

ist (GREE: 

Assigned duties are such as to subject the incumbent to minimum exposure 
to aocident and/or health hazards. Should an agvident occur, normally 
t would be a very minor one 

énd TEGHEEs 

Assigned duties are such as to normally subjeot the incumbent to only 
Blight agci dent and/or health hasards; however, occasionally, he is 
expcsed to fatriy serious hazards, and to the pessibility + equally 
serious injuries. 


Srd TBGLEEs 


Aasigned duties area such as to normally subject the incumbent to the 
possibility of fairly serious aceident liazerds; however, oocasionall:, 


is exposed to the very serious socidens hazards, and the possiui lity 
of equally serious elneiate Exposure to health hasards neplicible. 
4th DEGREE: 


Assigned duties are such as to normally subject the incumbent to ver 
serious acoldent or death hazards and the pessitility of equally serious 


Injuries in the course of perfoming a significant portion of his total 
worKe 
Sth DEGREE s 


Assigned duties are euch as to a regularly subject the inoumbent to 


extremely serious accident and dea asards and the possibility of 
equally serious injuries in connection with most of his total worke 
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PART III 


INSTALLATION AND ADMINISTRATION 


Step One - 
Organization 


Step Two - 
Job Descriptions 


Step Three - 
Evaluation of Individual Jobs 


Step Four - 
Summary of Evaluations 


Step Five - 


Development of, and Classification of Jobs to, Grades 


Step Six - 
Development of Wage Structure 


Step Seven - 
Application of Wage Structure to Present Employees 


Step Eight - 
Implementing Policy 
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PAARL CLE 


INSTALLATION ANL ADMINISTRATION 


Assuming that the general principles of job evaluation and its use - as 
briefly reviewed in PAXTS I and II - are both understood and accepted, 
you are now ready to adapt this plan to your organization. 


It is of paramount importance to bear in mind that from this point on 
the degree of success achieved in applying this plan will be directly 

_ traceable to you. From this point on, the degree of skill, logic and 
realism which you exercise will for a long time to come determine just 
how beneficial the use of scientific job evaluation may prove to be ‘to 
your organization. From this point on - beginning with the very funda- 
mental matter of organization and terminating with your implementing 
policy - the decisions are yours to make. In other words, the tools 

are available to you - but no one can use them for you. YOU mst do it! 


There are eight separate and distinct steps essential] to the proper in- 
stallation of this plan. There are no "Short cuts". Since proper com- 
pletion of each step is dependent upon proper completim of the prev- 
ious one, each must be undertaken and finished = one at a time - in the 
exact sequence outlined in the following: 


STEP ONE - OXGANIZATION: 


Since a sound and logical arrangement and/or assignment of functions, 
duties and responsibilities to individual employees is the very founda- 
tion for all the work you will do in the course of installing this plan, 
the full importance of this matter of organization to job evaluation 
should be obvious. Actually, the soundness of the work accomplished 

on this first step will very likely determine more than any other single 
thing just how satisfactory or unsatisfactory the end results will be. 
It should be very clear, therefore, that it would be all but futile to 
proceed with this installation until all concerned are satisfied that 
the foundation for it - the structural organization - is sound. 


Undoubtedly, one of the most common and, at the same time, one of the 
most damaging errors made in the installation of a job evaluation plan 
is the assumption that the organizatian, as currently constituted, is 
sound. Ordinarily, quite the opposite is true. Too often there has 
been little or no reason for making the kind of thorough analysis 
called for by this purpose. And the absence of such a study over long 
periods of time very often results in what is thought of as an organi- 
zation but which, in reality, is no more than an informal arrangement 
of work which everyone concerned has come to take for granted. In 
other words, an organization which "just happened" will not be a 
satisfactory foundation for a system of job evaluation. 


The stress being placed on this beginning step should not be con- 

strued to be a recommendation that sudden and wholesale changes in 

your personnel be effected. Ooviously, such a move would be ill- ) 
advised and could possibly prove to be disastrous. However, at this 

point, if an analysis of acceptable quality is made, it should resu}t 
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PART IIT - Installation and Administration 


Step One - Organization (Continued): 


in your having on paper an organizational structure which is, as nearly 
as possible, ideal. This ideal organization would, in all probability, 
have to be compromised for the time being. In other words, the partic- 
ular qualifications, abilities, aptitudes, etc., of present personnel 
would undoubtedly prevent a complete swing to the ideal. However, by 
garrying the study to this extent, you will know how the business 
should be organized, you will know the weaknesses in your present ar- 
rangement and, above all, you will be in a position to begin working 
toward the ideal as opportunities present themselves - one by one - in 
the form of normal personnel turnover. Only in this way can you even 
hope to eventually achieve a truly satisfactory organization. 


Regardless of the degree of improvement which your study indicates that 
you may eventually be able to achieve, the chart which is used as the 
basis for this installation must reflect your organization as it now 
actually operates. As stated previously, it would be very unlikely that 
you would be able to immediately make all of the improvements which this 
study might reveal as being possible. On the other hand, however, this 
analysis should reveal possibilities for improvements which could be 
made at once. Although this is a matter for your own determination, you 
should - at this time - move as far as you sefely can toward your ideal 
organization. In any event, and regardless of the presence of temporary 
weaknesses which, for one reason or another, cannot be readily corrected, 
your organizational structure must be "frozen" for the time being for 
the purposes of proceeding with the installation. 


For the purposes of job evaluation, an organization chart which merely 
reflects theoretical lines of authority and responsibilities is without 
value and, if used, it will eventually be recognized as the source of 
weaknesses in the end results achieved, as well as in the functioning of 
the plan. As a matter of checking on this point, it might be well to 
stop and ask yourself - and answer factually - whether or not, in the 
course of day-to-day activities, your organization actually "clicks". 
Does the organization accomplish desired end results strictly within the 
limits of lines of authority and responsibility? Do yo, as the chief 
executive, follow these lines? Do ym require other employees - super- 
visors and subordinates alike - to follow these lines? If questions of 
this nature can truthfully be answered in the affirmative, then there 
would be reason to feel that your structure is sound. However, if any 
such question must be answered in the negative, then further work should 
be done toward placing the organization in proper alignment. 


Basically, organization is an elementary matter of logically grouping 
like things together and seeing to it that some one person has the re- 
sponsibility for each of them. In making this study, every reasonable 
attempt should be made to do a thorough and logical job of placing re- 
sponsibility for "whole" functions instead of on a piece-meal basis: of 
arranging functions - and the duties and responsibilities relating 
thereto - in proper relatimship to one another; of placing responsi- 
bility for duties of differing degrees of difficulty, i.e., simple and 
routine to technical and complex, in terms of the organizational level 
of the job, etc. Properly accomplished, this analysis should result in 
a sound and logical grouping - first of functions and then of individual 
duties and responsibilities - all of the activities the business mst 
perform. 


25 


PART III - Installation and Administration 
le eNO cect es wobes Lon? eect abe utes cee eel sgh NONE 


Step One ~ Organization (Continued): 


Obviously, this process is one of re-thinking your organization in terms 
of maximum efficiency and minimum costs for operations and administra- 
tion. This is the time and place to recall all of those relatively minor 
day-to-day happenings - generally labeled as "misunderstandings" - which 
seem to periodically bog things down and sometimes even throw the entire 
setup into a state of confusion. It is at this point that things of that 
nature should be reoognized for what they are - organizational weaknesses - 
and corrected before any attempt is made to evaluate the jobs concerned. 
In other words, it is impossible to evaluate something that is unknown, 
intangible, etc. It is impossible to accurately evaluate a job which 
entails responsibilities of a vague nature. The process of eliminating 
vagueness and substituting positiveness will not only make accurate 
evaluation possible but it will also go a long way toward putting an end 
to the so-called "misunderstandings". 


It is this initial step in the total process that represents the first 
instance where every possible effort should be made to disassociate the 
individual employees, as such, from the jobs they occupy. Sound organi- 
zation dictates that the structure be specifically designed to accomplish, 
in the most efficient and economical manner possible, the total yob tor 
which the business exists. This principle, in turn, dictates that the 
structure, therefore, cannot be designed on the basis of or influenced 

by the particular qualifications, abilities, etc., of individuals. It 
should, on the contrary, be designed to accomplish the job and then 

fully qualified persons employed for the jobs as established. 


Although not related directly to the evaluation process, the matter of 
formal approval of the official chart of organization seems in order. 
Regardless of the problems encountered in the course of working out 
your final organizational structure, it should be presented to your 
board of directors for their consideration, understanding and approval. 
Such a chartshould, at this point, reflect ante the cee ee organi- 
zation, a proper labeling of and statement of functions for each de- 
partment, division, section, etc., and the titles of all individual 
Jobs and positions. This master chart presented to the board of direc- 
tors should not reflect the names of individual employees currently 
occupying the jobs and positions. To include the names of employees 

on this copy of the chart could obviously be cmstrued as a request 

for or approval of the employment of the persons whose names appear 
thereon. This, of course, would normally be inconsistent with properly 
established relations between the board of directors and the manager. 
In other words, recommendation that the board of directors consider 

and approve the organizational structure before proceeding with the 

job evaluatio process is based on the principle that the board has 

the overall responsibility for the way in which the business is oper- 
ated, including the setting of policies with respect to service to 
members, number of employees necessary to render such service, com- 
pensation of such employees, etc. Adherence to this principle does 
not, however, suggest that the board of directors have a direct voice 
in who is employed. This is very properly a responsibility of the 
manager and it is for this reason that it is suggested that approval 

of the official chart of organization by the board of directors be 
handled in such a way as to avoid even a suggestion to the contrary. 
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STEP TWO - JOB DESCRIPTIONS: 


The next - or second - step in the job evaluation process is the develop- 
ment of a factual and clearly written description of each job or positim 
reflected by your official chart of organization. 


Each such descriptio should be so written as to enable even a person 
totally unfamiliar with your organization to be able to understand the 
duties and responsibilities of the job, as well as - with the help of 
the chart - its true relationship to other jobs. A job description for 
this purpose is not necessarily intended to reflect every duty in minute 
detail; however, every effort should be made to bring out as clearly as 
possible all of the significant characteristics, elements and peculiar- 
ities of each job in terms of the job evaluatio factors against which 
it will be weighed. 


There is not necessarily any one best form of job description. However, 
all descriptions within the same organization should follow a uniform 
basic layout or arrangement of data. This pattern should be determined 
in advance. As merely an example of one suitable pattern, a series of 
job descriptions are Included In PAkT IV EXHIBITS. 


This is a good place to bear in mind that the success and effectiveness 
of job evaluation in your business will depend very largely upon its 
acceptance by the employees. It is for this reason that every reason- 
able effort should be made to handle the entire installatiom of the 

plan in such a way as to encourage employee participation in it. Partic- 
ipation should result in understanding; and understanding should result 
in acceptance. This step probably offers the first opportunity for 
actual participation by all employees. One way to accomplish this might 
be to require each employee to write the first draft of his or her job 
description. Obviously, these first drafts would be inadequate insofar 
as finished job descriptions are concerned. However, such drafts would 
be valuable from the standpoint of at least determining what each em- 
ployee thinks his job consists of. 


As a preliminary move toward this or any other employee participation, 
it is recommended that a meeting of all employees be held for the pur- 
pose of explaining the principles and workings of job evaluation. It 
would be unreasonable to expect that one such discussim meeting would 
result in a proper understanding by all concerned. Therefore, it should 
be considered as merely a start and ways and means of efiecting further 
participation and understanding should be found. 


Oftentimes, it is found to be much easier to effect understanding of 
an unfamiliar subject if the principles and workings of it can be re- 
lated to something generally understood by the group. In a very real 
sense, this particular step in the process is very similar to another 
function with which many cooperative employees are familiar - specifi- 
cations of line materials and equipment. The writing of job descrip- 
tions is very largely a task of determining and writing down certain 
specifications for the exact kind of labor - regardless of whether it 
is professional, skilled or unskilled - needed by the cooperative in 
order to properly carry on all the activities for which it is respon- 
sible. 
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Step Two - Job Descriptions (Continued): 


Like any other modern business, your organization - if properly staffed - 
requires the employment of persons possessing a variety of skills, abil- 
ities, aptitudes, etc., which are needed to one degree or another in di- 
rect relationship to the specific work each is employed to accomplish. 

It becomes apparent, therefore, that the process of determining exactly 
what is needed by the organizatio in terms of manpower is very similar 
in character to the problem of ascertaining the organization's need for 
certain kinds of line materials, equipment, etc. 


By way of relating a bit further the principles involved in both in- 
Stances, it might be pointed out that, in the procurement of line mater- 
ials, the cooperative would not think of ordering and paying for a type 
of material unsuitable for the specific need; it would not knowingly re- 
ceive and pay for materials determined to be inadequate, inferior or 
otherwise not suited to its particular needs; and it would neither order 
nor pay premium prices for materials of a quality generally beyond its 
actual needs. However, in lieu of similarly determining the actual re- 
quirements of each job, is this not exactly what is happening with re- 
spect to the purchase of labor? 


In summarizing this step, it should be emphasized that the objective 
here is to develop, preferably with maximum employee participation, 
clear-cut, specific and factual descriptions of all jobs in the organi- 
zation. In the course of doing this, advantage should be taken of 

every opportunity to better align the assignment of duties, to spell out 
as clearly as possible specific responsibilities, to effect improved 
understanding on the part of all employees and to generally increase the 
efficiency of the organization. In fact, would it not be reasonable to 
assume that even if such descriptions were not being developed for job 
evaluation purposes, the undertaking would be well worth the time and 
effort devoted to it from the standpoint of effecting a stronger organi- 
zation, greater efficiency, lower operating costs and, above all, im- 
proved understanding among all concerned? 


The job descriptions should be considered complete and final only after 
each one has been discussed between the employee concerned and his im- 
mediate supervisor, as well as with any other person in the line of 
supervision, and finally approved by the manager. 


STEP THREE - EVALUATION OF INDIVIDUAL JOBS: 


Following completion and final approval of all job descriptions, the 
headings of a "WORK SHEET FOR EVALUATION OF INDIVIDUAL JOBS" - a 
sample form of which follows - should be completed for each job. 


It is & this point that the evaluation process actually begins. This 

evaluation first takes the form of a preliminary - but careful - study 
of each one of the jobs in terms of each one of the job factors. This 
is where the definitions of the job factors and the difterent degrees 

thereot come into play. 


The specific procedure to be followed here is one of analyzing each 


job - one at a time - in terms of each of the ten job factors. Be- 
ginning with any one of the jobs, consider it first in terms of 
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Step Three - Evaluatio of Individual Jobs (Continued): 


"EDUCATION AND/OR EXPERIENCE". This calls for reading and understanding 
the definition of the factor itself which appears at the top of the 

sheet. With this explanation of the factor clearly in mind, it then be- 
comes a matter of studying the series of degree definitions for the pur- 
pose otf determining which one of the five degrees most closely describes 
the actual requirements of the job in terms of this one factor - "EDUCA- 
TION AND/OR EXPERIENCE". When this is at least tentatively decided, the 


designatio of the applicable degree should be inserted in the space pro- 


vided for this purpose on the form. 


The same procedure should then be repeated with respect to the next job 
factor - "INITIATIVE-INGENUITY" - in connection with the same job. This 
process should continue until this one job has been evaluated in terms 
of each of the ten job factors. Upon completion of the first job, 
another should be selected and processed the same way. This evaluatim 
procedure should continue until all jobs in the organization have been 
appraised in the same manner. (Prior to actually starting this evalu- 
ation, it might be well to review previous explanations concerning the 
proper application of the various degrees and the related table of 
point values. This appears in PART II, Page ). 


Although one of the apparent uses of the "WORK SHEET" is the recording 
of the degrees and corresponding point values determined to be approp- 
riate in each instance, an even more important purpose of this form is 
for making a permanent record of all of those particularly significant 
characteristics which justify or otherwise cause the job to be evalu- 
ated as it is. In other words, brief notes relating to important pecu- 
liarities of the job should be made in the spaces provided for this pur- 
pose. Such notes take the form of the substantiation for the evaluation. 
Properly recorded, this data should prove invaluable for reference pur- 
poses, for making minute camparisons between jobs, for use in discussing 
a job with the incumbent, for explaining the requirements of the job to 
an applicant, etc. Notes of this nature should cover those particular- 
ly fine points which it is not feasible to include in job descriptims. 


The original assignment of degrees should not necessarily be considered 
either completely accurate or final. Actually, this first appraisal 
should be looked upon as merely a preliminary alignment for the purpose 
of being better able to "think out" the more significant elements of 
each job. 


Following completion of this preliminary evaluation, the work sheets 
for all the jobs comprising one department should be arranged side-by- 
side in an overlapping manner so that the degrees assigned to various 
jobs with respect to each of the factors can be easily compared with 
one another. At this point, the jobs should be very closely studied 
and every effort should be made to effect adjustments in the original 
appraisals to whatever extent is necessary to bring them into their 
proper relationship to one another with respect to each of the ten 
factors. 


When this analysis by departments is completed, a similar cross-section 

review should be made of jobs of different departments but which are at 
relatively the same organizational level, i.e., key or supervisory jobs, 
second jobs, etc. Through this entire process the importance of making 

substantiating notes on the forms should not be neglected. 
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7) 
Step Three - Evaluation of Individual Jobs (Continued): 
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It is probably in this step that the tendency to be influenced by the 
qualities or lack of qualities on the part of a currently employed per- 
son is the strongest. This is only natural, particularly with respect 
to a job presently occupied by an employee possessing unusual ability, 
initiative, etc. However, in the interest of the soundness of the en- 
tire installation, every possible effort should be made to avoid being 
influenced by these factors. One of the most effective ways to actual- 
ly avoid this is to think of the job as being vacant and make your de- 
cisions on the basis of what you would look for in or require of an 
applicant for the job. And, of course, you should also bear in mind 
any adjustments which are contemplated in each of the jobs in order 

for you to eventually effect the ideal organization already decided 
upon. 


Since this entire step is one of evaluating in terms ot degrees, no 
particular purpose would be served in recording the corresponding point 
values until the final evaluations have been made. At that time, the 
‘appropriate number of points should be inserted in the spaces provided 
for this purpose, those on each sheet totaled ana the sums placed in 
the lower right-hand corner of the form. 


STEP FOUR - SUMMARY OF EVALUATICNS: 


Upon completion of the previous step, the work sheets - with the appli- 
cable job descriptions attached - should be arranged in descending order 
in terms of the total number of points each job carries and listed on 
the "SUMMARY OF DEGREES AND POINT VALUES" form, a copy of which follows. 


Since the basic objective of job evaluation, as such, is to determine - 
by scientifically weighing the various characteristics which make the 
Jobs what they are - the relative value of each job in canparison with 
all others in the organization, it is important that even at this late 
time further effort be made to bring about any adjustment in the ap- 
praisals already made which will effect improved balance. This is one 
of the main purposes of the summary form - to enable you to see the 
evaluations - in all aspects - on one page. This simplifies the making 
of minute comparisons. 


One apparently worthwhile technique in accomplishing this is to deter- 
mine - in terms of one factor at a time - which job in the organization 
Justifies maximum weight and just what that weight should be. In turn, 
a Similar determination should be made as to which job merits only mini- 
mum weight with respect to the same factor. In this way, the maximum 
and minimum can be considered as "landmarks" between which all other 
Jobs can more easily be brought into their proper relative positions. 


In the course of performing this final evaluation, it is important that 
the degree definitions be thought of for what they are - merely guides 
in determining the relative weight of jobs in connection with each of 
the factors. These definitions should be adhered to in making these 
determinations only insofar as they contribute to effecting proper 
balance. To the extent that a given definition fails to express an 
exact condition or circumstance, it should be departed from to any 
degree necessary to place on it what is deemed to be proper weight for 
the job. In other words, it is entirely in order to credit any job 
with either more or fewer points than called for by application of a 
certain degree. For example, if 100 points would more accurately ex- 
press the relative weight in a job for "supervisory responsibility" 
than would 80 points, which is the 2nd degree, or 120 points, which is 
the 3rd degree, then there should be no reluctance to do this. The use 


of fractional degrees is almost invariably required in making final and 
accurate evaluations. 
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WORK SHEET FOR EVALUATION OF INDIVIDUAL JOBS 


DATE: , 195 TITLE OF JOB: 
JOB FACTORS- SUBSTANTIATION OF FACTOR RATING-— 


Education — Experience: 


Initiative — Ingenuity; 


DEGREE: POINTS: 


Supervision: 


DEGREE: POINTS: 


Equipment, Tools and Materials: 


DEGREE: POINTS: 


Safety of Others: 


DEGREE: POINTS: 


Member—Employee Relations: 


DEGREE: POINTS: 


Physical Effort: 


DEGREE: POINTS: 


Mental—Visual Effort: 


DEGREE: POINTS: 


Working Conditions: 


DEGREE: POINTS: 


Unavoidable Hazards: 
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PART III ~ Installation and Administration 


Step Five - Development of, and Classification of Jobs to, Grades: 


The previous step was the last of the job evaluation process as such. This - 
the fifth step - is one of developing a series of "job grades" and determin- 
ings on the basis of the total relative weights of the jobs, the proper grade 
classification of each one. 


The "Summary Sheet" completed in the previous step reflects a total point 
value for each job in the organization. One of the best methods to follow 
in solving the matter of job grades is to first plot each job, in terms of 
its total point value, on a sheet of graph paper. In so doing, a number of 
more or less natural "breaks" between one or more jobs will very likely be 
obvious. These "breaks" can usually be used as a basis for a pattern of the 
grade differentials to be established. 


For this purpose, a sheet of K & E graph paper, size 11" X 163", stock nun- 
ber 358-5L, will be found suitable. An appropriate scale of point values, 
calculated on the basis of the full range of points to be plotted, should 

be worked out, vertically, along the left-hand side of the sheet. This scale 
should begin with the minimum number of points at the bottom and continue up- 
ward through the maximum number of points needed. An example of a suitable 
scale is reflected on the sample graph which follows. 


The total point values of all jobs should then be plotted similar to the way 
they have been in the three examples on the next page. As is true in each 
of the three examples, the plotting of the point values for your jobs will 
very likely indicate where and how differentials betWéen the jobs may be 
established, as well as what range of points should constitute a grade. 
Regardless of the range deemed to be appropriate, each grade should consist 
of the same number of points. In other words, this pattern must be consis- 
tent - one grade should not be made up of 50 points, the next 75 points, the 
next 100 points and so on. Since there is no rule or standard to use in 
making this determination, it must be based upon your best judgment in terms 
of the number of jobs being considered, the levels of the jobs in terms of 
your evaluation of them end what range will permit the most logical grade 
differentials. A close study of the examples on the next page will reveal 
the reasoning for the grade pattern of each one. 


One of the more important things to bear in mind in working out this pattern 
is that some two or even more jobs may be of sufficiently close weight as to 
dictate that they be placed in the same grade. To do so is, of course, en- 
tirely logical since the actual net differences between them might very like- 
ly be so intangible as to make it all but impossible to explain and cause an 
employee to understand and accept the contention that any real difference in 
weight exists - and, in turn, that there is any justification for a differ- 
ence in the rates of pay. And, as pointed out previously, if a reasonable 
employee cannot be made to understand and accept - on the basis of your 
evaluation - the justification for the rate of pay for the job he occupies, 
as compared with the rates for other jobs in the organization, there would 
be reason to feel that the entire matter should be reviewed in an effort to 
identify and correct existing weaknesses. 


Another matter which should be understood in establishing job grades is the 
fact that a properly constructed grade pattern might very well provide one 
or more grades in which no job would be classified at the time of installa- 
tion. There is nothing at all unsound about this. In fact, in a sense, it 
is desirable since it provides flexibility through which the reclassifica- 
tion of jobs, based upon either increased or decreased responsibilities, 
may be more easily handled. 
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PART III = Tnstallation and Administration 
STEP SIX - DEVELOPMENT OF WAGE STRUCTURE: 


Now, for the first time in the process, the matter of dollars and cents 
comes into the scheme of things. In other words, the next phase of the 
problem is one of translating the values of the individual jobs - as 
heretofore expressed in points - into appropriate hourly rates of pay 
expressed in dollars and cents. This is a matter, therefore, of creating 
a pattern of hourly rates of pay which can be applied logically, on the 
basis of the evaluations already made, to the various grades and, in turn, 
to the jobs. 


Grade Structure: 


For the sake of proceeding, at least a tentative decision must now 
be made as to whether each grade is to have a single rate of pay 

or one or more pay Steps below and above the hourly rate determined 
to be correct for the exact middle point value of the grade. 


Many modern pay plans provide a range of progressively higher rates 
within each grade. This takes the form of minimum and maximum grade 
rates, with a uniform number of steps between them in all grades. 
The objective of this type of structure is, of course, to make it 
possible for employees to progress - over a pre-determined period of 
time, as they acquire experience on their jobs, as they become more 
proficient in their work and, in turn, gradually become more valu- 
able to the organization - from the minimum rates at which they are 
originally employed to the maximum rates prescribed for the grades 
of their respective jobs. This "in-grade" advancement is often 
automatic merely on the basis of satisfactorily performing assigned 
duties. In other instances, it is tied directly into a formal merit 
or performance rating plan which requires employees to make pre-de- 
termined marks on the basis of an analysis of all aspects of their 
work, personality, relations with other employees, etc., in order 
to be eligible for the next higher rates of pay within the grades 
of their jobs. 


Since the development of a sound merit rating plan would in itself 
constitute a major undertaking, this plan advocates that to whatever 
extent "in-grade" advancement is provided for in your final wage 
structure, such progress be automatic at certain stated intervals 
merely upon a written indication that the employee has performed 
assigned duties to the satisfaction of his immediate supervisor. 


Without going into the pros and cons of the theory of an “in-grade" 
pattern, it is generally assumed that certain organizations even- 
tually using this type of plan will want to make it a part of their 
respective systems. In doing so, it is important to bear in mind 
that there is no particular pattern which has been proved to be the 
best; therefore, each one must decide upon a structure which is 
deemed to be best for his own organization. Only common logic can 
dictate the number of steps each grade should have, the time inter- 
val between steps, the monetary differentials between steps, the 
extent to which grades should overlap one another, etc. 


Just a few of the many things to consider in making such a deter- 
mination, however, are: the length of time which should be required 
for any employee to progress from the minimum to the maximum of a 
grade; considering the size of the organization and the normal per- 
sonnel turnover, the chances for promotion to a job of a higher grade; 
the weekly, monthly and annual gross differences in the contemplated 
steps; the relationship of such amounts to the length of time re- 
quired to earn them; and many other similar factors of this nature. 
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Step Six - Development of Wage Structure (Continued): 


Supplementary Data Hequired: 


Full and proper consideration and a final decision with respect to 
rates of pay for each grade, regardless of whether or not an "in- 
grade" range is adopted, require a number of things. One ol these 
is a study and the compilation of reliable data with respect to 
rates of pay prevailing in the area for jobs involving the same 
caliber of work, cuties, responsibilities, ete. This information 
should be obtained from rural electric cooperatives operating in 
the same general vicinity, as well as from neighboring electric 
distribution ntilities and other businesses employing personnel 

in comparable capacities. The important thing to bear in mind in 
obtaining this data is that it should be based upon as nearly as 
possible truly comparable duties, responsibilities and require- 
ments ana not merely upon job titles. The need is for factual in- 
formation with respect to the going or accepted rates in the area 
for work involving equal responsibility and difficulty. Anything 
seriously short of this will not be suitable. 


AS Will become clear later on in the process, very special effort 
should be made to arrive at an accurate and fair rate for which- 
ever job has been evaluated as the "heaviest" in your entire or- 
ganization. 


Hand in hand with the above information concerning actual pay, 
must be considered other significant factors such as any benefits 
which may accrue to the employees of the other businesses as com- 
pared with similar benefits provided by your cooperative. Such 
things as vacation leave, sick leave, hospitalization or other 
insurance, retirement, etc., should be considered, as well as the 
conditions under which each is available. 


Still another type of data which should be readily available for 
consideration in working out this problem has to do with the rates 
of nay the cooperative has been paying on the same jobs in the past. 
This Should take the form of a detailed analysis of the average 
gross earnings on each job over a period of at least the last year. 
This should include a breakdown of the straight time and overtime 
portions, the number of overtime hours worked, etc. This informa-~ 
tion will not only prove useful in this step but will also be 
needed in dealing with the problem oi indiviaual employees in the 
next step. 


Use of Graph: 


Armed with the above mentioned facts and figures, the problem of 
working out the details of the wage structure can be tackled. As 
one means of makinz it somewhat easier to see the entire problem 
at one time as it is being solved, it is suggested that the graph 
started in the course of the previous step be continued. As we 
oroceed with this, let us bear three things in mind. One of these 
is that the graph is being used strictly as a guide in working out 
what we hope will be as nearly as possible accurate, fair and logi- 
cal rates of pay for the jobs already evaluated. Another is that 
the sample graph which follows this explanation is nothing more or 
less than an example, and, as such, it is not intended to even ~ 
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Step Six - Development of Wage Structure (Continued): 


Suggest that the point values of jobs thereon, the number of grades, 
the "in-grade" pattern or anything else about it would necessarily 
be appropriate for any given cooperative. The third thing to remem- 
ber is that everything plotted on your graph is only tentative - or 
experimental - until your final wage structure is designed. 


In working with a plan which is to provide for "in-grade" steps, 
the grades and pay rates must be consistently thought of, computed 
and plotted in terms of the middle rate of the grade. This is true 
of the example the accompanying graph reflects. 


The first thing to be done in contiming the graph is to calculate 
and insert along the bottom margin of the sheet an appropriate scale 
of hourly rates of pay. 


The objective at this point is to locate two "landmarks" upon which 
a "base line" to be used in arriving at dollar and cents grade ranges 
can be established. These "landmarks" should be located in the fol- 
lowing manner: 


Minimum Landmark: 


The point on the graph sought for this purpose is the one 
which relates the "lightest" job, i.e., the job which has 
been evaluated at the lowest point value, to the hourly rate 
of pay tentatively set for it. 


Therefore, as the graphic example indicates, let us assume 
that an "in-grade" pattern offour steps in addition to the 
entrance rate has also been tentatively adopted, and that 
each one of these steps represents a differential of five 
cents (.05) per hour. Therefore, in establishing the ten- 
tative middle step for Grade 1, we accept the legal minimum 
of seventy-five (.75) cents per hour as its "entrance" rate. 
This, in turn, means that the five step range would be .75 
to .95 and that the middle step would be .85. 


From this point on the scale of hourly rates, a solid verti- 
cal line should be drawn upward until it intersects the solid 
horizontal line indicating the total point value of the "light- 
est" job. The point of intersection establishes the "minimum 
landmark". 


Maximum Landmark: 


The point on the graph sought for this purpose is the one 
which relates the "heaviest" job, i.e., the job which has 
been evaluated at the highest point value, to the hourly rate 
of pay tentatively set for it. 


This landmark is to be established in a manner similar to that 
followed in determining the minimum one. However, the sound- 
ness of this one is much more important to the entire wage 
structure and is also more difficult to establish. For one 
thing, there is nothing approximating the legal requirement 
applicable to the minimum upon which to even partially base 
Lt: 
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Step Six ~- Development of Wage Structure (Continued): 
Use of Graph (Continued): 


Maximum Landmark (Continued): 


The finding of this point brings into play the data previously 
developed in connection with the going or accepted rate of pay 
in the area for the particular caliber of work found in this 
"heaviest" job. This accounts for the emphasis placed on the 
importance of obtaining completely reliable and accurate in- 
formation with respect to this particular job. 


In any event, based upon the final determination as to what 
the going rate for this job should be, a solid vertical line 
Should be drawn from this rate in the scale of hourly rates 
(for the purposes of the example, $2.00 per hour has been 
used as the going rate) upward until it intersects the solid 
horizontal line indicating the total point value of this 
"heaviest" job. The point of intersection establishes the 
"maximum landmark". 


Base Line: 


By connecting these two points of intersectim, i.e., the 
minimum and maximum landmarks, by a solid diagonal line, a 
basis for determining relatively equitable rates of pay for 
all other jobs in the organization is established. This is 
referred to as the "base line". 


In this connectien, let us bear in mind that your graph will, 
of necessity, first reflect what must be considered as only a 
tentative or approximate pattern to be used as a guide, but 
out of which truly equitable rates for all jobs will emerge 
IF the evaluation of the jobs has been correctly handled and 
IF the landmarks on which your work is largely based from 
here on are sound. Let us assume, therefore, that both of 
these factors - and, in turn, the base lire - are all sound. 


Middle Pay Steps of Grades as Indicated by Midway Point Values: 


The next move is to relate the middle of each grade to the 
scale of hourly rates as dictated by the "base" line. This 
should be done by drawing an easily distinguishable line 
(dotted line used in the example) from midway in the scale 

of grade point values - or weights = for each grade to the 
right until it intersects the "base" line, from which place 
it should be continued downward to the scale of hourly rates. 
This indicates the tentative middle hourly rate of the grades. 
Using these points as centers, half circles should be drawn 
to reflect the tentative pay range of the grades. 


Hourly Rate of Pay for Each Job as Indicated by Exact Weight of Job: 


By continuing the solid horizontal lines - representing the 
respective point values, or weights, of all the jobs between 
the "lightest" and "heaviest" - to the right until each inter- 
sects the "base" line and, from these points of intersection, 
drawing them downward to the scale of hourly rates, a theo- 
retically correct single rate of pay for each of these jobs is 
indicated. 
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Step Six - Development of Wage Structure (Continued): 
Use of Graph (Continued): 


Determination of Final Wage Structure: 


The correct hourly rates of pay, in terms of both the middle 
point value of the grades and the weight(s) of individual 
job(s) classified in the respective grades, have, by applying 
these weights against the base line. been determined. However, 
the problem at this point is to arrive at a proper and logical 
range of pay rates for the different grades which can be ap- 
plied to individual jobs in the grades regardless of their 
respective weights. 


In the interest of arriving at the most logical ano enduring 
structure possible, the various hourly rates which the graph 
indicates fall within the limits of the tentative ranges of 

the grades should be recoriciled to determine what the average - 
or final - middle step of each of the grades should be. In 
other words, the average of the hourly rates indicated by both 
the midway point value of each grade (dotted lines) ana the 
exact point value - or weight - of the job(s) (solia lines) 
should determine the hourly rate to be established as the 
middle step within each of the grades. 


On the accompanying example graph the results of this recon- 
ciliaticn are shown in red. The short red vertical lines 
along the scale of hourly rates reflects (to the nearest even 
cent) the middle step hourly rates which this procedure re- 
veals as being correct for the various grades. In turn, by 
using this rate as the center point of the five five-cent 
steps within each grade range, a half circle (shown in red) 
indicates the minimum and maximum of each grade, as well as 
the extent to which the wage ranges of the various grades 
overlap one another. A close study of this latter aspect of 
the graph - as well as of the "Schedule of Job Grades and 
Applicable Hourly Rates" which has been prepared from this 
graph and appears later - reveals what might be considered 
as a pattern of well-balanced grade ranges. 


A further grade-by-grade analysis reveals the following in 
terms of the grade ranges originally set up as tentative 
(dotted half-circles) as compared with the grade pattern 
finally determined to be appropriate (red half-circles): 


(NOTE: Table which normally 
should follow immediately 
the above must, due to its 
length, be started on next 
sheet ) 
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Step Six - Development of Wage Structure (Continued): 
Use of Graph (Continued): 


Determination of Final Wage Structure (Continued): 


As indicated by the middle By averaging the rate indicated 
point value - or weight - by the mid-way point value - or 
of the grade (dotted lines) weight - of the grade (dotted 
the correct lines) with the rate(s) dictated 
by the weight(s) of the job(s) 
classified at this grade, the 


: correct 

A middle step wage range middle step wage range 

D of the range should be: of the range should be: 

E should be: should be: (d 

ay) 9 esty> 0695 - 895 82 075% 92 (a) 
2 0975 2875 - 1.075 98 .88 - 1.08 

3 1.15 1.05 - 1.25 1.16 1.06 - 1.26 

4 1.33 1.23 - 1.43 1.33 1.23 - 1.43 (b) 
5 1.51 lel - 1.61 1.51 1.41 - 1.61 

6 1.685 1.585 = 1.785 1.76 1.60 - 1.80 

7 1.86 1.76 = 1.96 1.85 1.75 bee 1.95 

8 2.035 12935 .= 26135 2.02 1.92 - 2.12 (c) 


Explanatory Notes: 


(a) Final minimum rate for Grade 1 increased from 72 to 75* to 
conform with legal requirements. 

(b) Since, at present, there is no job classified as Grade 4, no 
basis or reason for adjusting the range of this grade exists. 
However, when and if a job is classified to this grade, an ad- 
justment might then be in order. 

(c) The grade range and steps for this grade differ from the others 
in that the tentative middle hourly rate of $2.00 was originally 
used in arriving at the base line which, in turn, has influenced 
the final grade range of this, the top grade in the organization. 

(d) All final rates rounded out to closest even cent. 


The following page reflects a schedule of job grades and applicable 
hourly rates which is typical of the kind of table which should be 
prepared on the basis of the wage structure finally adopted. Such a 
Schedule will prove very valuable in using it to explain the pattern 
of grades, the wage structure and how the plan as a whole works. 


Although the above described procedure of working out a wage struct- 
ure graphically will prove very useful and should facilitate the en- 
tire undertaking, such a graph cannot - of course - be expected to 
produce mathematically accurate and indisputable figures uvon which 


to base the final wage structure. Therefore, even after reachinz this 


point in the installation process, it may be that more than any thing 


else your graph indicates that you shovld return to Step Five and en- 
deavor to develop a more logical pattern of job grades upon which to 


rework this Step. 
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PART III - Installation and Administration 
STEP SEVEN - APPLICATION OF WAGE STRUCTURE TO PRESENT EMPLOYEES: 


In all likelihood, if you are entirely honest with yourself, you will 
realize that in. the course of working out the various steps of this 
installation, you have - to one degree or another = permitted the 
abilities or lack of abilities on the vart of certain employees to 
influence your decisims. This is perfectly understandable. To have 
avoided it canpletely would have been all but humanly impossible. 
However, the fact remains that to the extent that this has occurred 
the basic principles of job evaluation have already been compromised, 
and, to that extent, the original installation will be weak. This, 
in turn, means that to an equal extent the difficulty of properly 
administering the plan has been increased. 


However, regardless of the extent to which this may be true, you 

Still have the problem of applying the end result to the individual 
employees currently occupying the jobs. Ordinarily, from the time 

of installation on, it is assumed that each newly employed person 

will enter upon duty at the minimum rate oi pay for the grade of the 
job for which he or she is being employed. However, because of any 
number of factors which of necessity must be considered, it is not 
always possible - or even desirable - to put the plan into operation 
by arbitrarily applying the minimum rates of the grades concerned to 
all employees. In fact, in the interest of successful operation of 
the plan, a number of things must be considered and resolved in deter- 
mining which step in the sane grade is to apply to each-presently 
employed person. 


One of the things to be considered here is the matter of length of 
service. And one way to do this - but not necessarily always a con- 
sistently sound way - is to consider, based upon length of service, 
what the employee's present rate of pay would now be if he or she 
had originally been employed under the provisions of the revised 
wage structure. This principle cannot, however, be followed to the 
exclusion of another important aspect of the problem, i.e., the em- 
ployee's average earnings at the old rate of pay. In considering 
this latter angle, the matter of overtime must be looked upon real- 
istically. For example, a given employee may have worked a great 
deal of overtime in attaining the average earnings fixure being 
considered; and, under the new plan, this overtime may be materially 
reduced or perhaps even eliminated completely. On the other hand, 
you may have one or two employees occupying key positi:ns and who, 
because of the nature of the responsibilities of their jobs, fall in 
the executive, administrative or professional classification, as 
defined by the Fair Labor Standards Act, and, as such, could be 
placed on a salary basis, thereby eliminating overtime as a factor 
for consideration. 


There may be other considerations involved in making these decisions. 
In any event, however, a fair and equitable decision is not likely 
unless al] of the important aspects, such as those pointed out above, 
are taken into account. Failure to go into all these things prior to 
establishing the pay rates which are to apply to all employees might 
very easily result in a great deal of trouble, misunderstanding and 
embarrassment. 


The above reasoning could easily be taken to imply that rates of 

pay determined tr be correct through the use of this plan might 
somehow be expected to very closely coincide with the rates now 
being paid. This, of course, is not necessarily true; and it should 
be borne in mind that the principal reason for installing a system 
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Step Seven - Application of Wage Structure to Present Employees (Cont'd): 


of job evaluation is for the purpose of effecting equal nay for equal 
work. Stated another way, one of its natural results should be to 
identify and eliminate inequities in present rates of pay. If, based 
upon and following a sound installation of job evaluation, there is 
to be any reluctance to correct inequitities, then there obviously 
exists little reason to devote the time and energy necessary to do 
the job. 


Possibly one of the most damaging circumstances which could be per- 
mitted to develop would be an instance where nothing is done to cor- 
rect an inequity involving an employee whose previous rate of pay was 
found to exceed even the highest or top step for the grade of the job 
he occupies. The important thing in such an instance is not neces- 
sarily what is done about it, but that something be done - even if it 
is nothing more than an admission that the inequity exists and ar 
understanding on the part of all concerned as to why it is being al- 
lowed to continue. Failure to act toward the correction of an inequity 
found to exist, even if a great deal of time would be required to 

fully resolve it, will be as damaging as any other single thing. Fail- 
ure or unexplained procrastination in correcting inequities could be 
responsible for making the entire system of "equal pay for equa] work" 
appear as a farce to the whole organization. 


In any event, decisions will have to be made with respect to each _ 
individual employee largely on the basis of circumstances peculiar to 
his or her own case. 


STEP EIGHT - IMPLEME TING POLICY: 


As stated previously, an important - and very nece&sary - part of a 
complete and successful job evaluation installation is a thorough 
understanding and acceptance of it, both in principle and in result, 
by al] concerned, beginning with the board of directors and extending 
downward throughout the organizatim. Obviously, this in itself calls 
for considerable time-consuming effort. 


As far as the employees are concerned, they cannot be expected to under- 
stand or accept it unless the principles and mechanics of it are made 
unmistakably clear. A great part of this educational job can be accom- 
plished hand-in-hand with the installation process if - as recommended 
earlier - it is handled in such a manner as to make possible and en- 
courege employee participation in it to every reasonable extent. 


However, since the adoption of eh the principles, (2) then the re- 
sults of apolying the plan and (3) the specific provisions for its 
administration, are all matters of basic policy, it is clear that the 
more familiar the individual directors become with it, the more solid 
the foundation for its inetallation and administration. Therefore, 
beginning with having your recommended chart of organization considered 
and approved by the board - as recommended in Step One - every opnor- 
tunity should be taken to further explain the intent and workings of 
job evaluation. 


Since board approval of the plan would precede the plan's formal in- 
stallation, a statement of policy - generally reviewing the principles 
involved and setting forth the mechanics of it - should be drawn up in 
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PART III = Installation and Administration 


Step Eight - Implementing Policy (Continued): 


advance of the board meeting at which its adoption is to be considered. 
Such a statement should, of course, cover many points - most of which, 
because of educational work accomplished in the course of adapting the 
plan to your organization - will merely serve to confirm what is already 
known and understood by all concerned. 


Neverthe less, some of the most important points to be covered are: 


1. A brief explanation of the fundamental principles 
of job evaluation. This portion should particular- 
ly emphasize the basic concept of the job itself as 
distinguished from the incumbent of the job. 


2. An explanation of the pattern of grades; how they 
were arrived at; how an employee may progress from 
the entrance or minimum step to the maximum of the 
grade of his particular job; and the meaning of be- 
ing in the maximum step of the grade. 


3. An explanation of how and underwhat circumstances an 
employee might expect to be promoted from his present, 
job to one of a higher grade; and, in such an instan- 
ce, how it would be determined as to which pay step of 
the higher grade would apply. 


4. An explanation of the meaning of "salaried jobs", if 
any, as distinguished from hourly rate jobs, in terms 
of hours of work, overtime, overall responsibilities, 

etc. 


5. And, in addition to any other points deemed to be im- 
portant, it should be made clear as to the date when 
the plan will become effective. 


A copy of this statement should be made available to each employee at 

the time of a meeting of all employees just prior to the effective date 

of its adoption. Accompanying this statement should a copy of the des- 
cription of the job occupied by the employee concerned. The job descrip- 
tion should reflect the Grade to which the job has beenclassified. In 
addition, this materiul should also be accompanied by a copy of the "Sched- 
ule of Job Grades and Applicable Hourly Rates", with the particular hour- 
ly rate which applies to the employee circled. 


It cannot be assumed that, even after what the employees learn about job 
evaluation during the installation period, during this discussion meet- 
ing prior to the effective date of it, or from the written material made 
available to them, both the principles and mechanics of it are understood 
sufficiently well to eliminate misunderstandinys. In order, however, to 
effect proper understanding on the part of supervisors, all employees 
should be required to take up and all problems relating to the plan with 
their respective immediate supervisors. To the extent that the supervisors 
are unable to answers such questions they should, in turn, be required to 
take them up with the next person in the line of supervision. Only in 
this way can it be expected that all supervisors will eventually under- 
stand your plan as thoroughly as they should. 
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SUMMARY 


By this time the entire matter of job evaluation may impress 
you as something terrifically technical, involved and, in fact, 
too clumsy to solve your compensation problems. Its installa- 
tion is - at the best - a time-consuming and difficult task. 
However, reduced to its simplest form, iee., one step under- 
taken and completed before the next one is started - and in 
the sequence set forth in PART III - it can be worked in such 
a way as to make the time and effort well worth while. Toa 
great extent this is true because there is so much beyond a 
sound compensation plan to be gained from its proper installa- 
tion. 


Here are a few other very important things to remember about 
job evaluation and its use - 


It is not a cure-all for personnel problems in 
general. It will not do the supervisory job for 
you or anyone else in your organization; it will 
not solve an acute manpower shortage in certain 
fields; and it will not automatically secvre ap- 
proval of the Wage Stablization Board for pay in- 
creases. 


It’ is, however, capable of and can make worth- 
while contributions toward the solutions of these 
and many, many other related problems of manage- 
ment IF given the opportunity to do so through 
proper installation and able administration. 


Able administration of a job evaluation plan re- 
quires more skill that the mere installation of it. 


.There should be nothing about a sound plan of job evaluation 
that should have to be mnsidered as secret or confideniel. 
Upon installation, every phase of it should be an open book to 
all concerned. A sound plan has no apologies to make; proper- 
ly installed and administered requires no apologies. 


1. Example Chart of Organization 


2. Example Job Descriptions 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: LINE FOREMAN GRADE: 
JOB SUMMARY 


Under general supervision of the cooperative Manager, is responsible for supervising and generally 
coordinating all line construction, maintenance and service work throughout the area and in con- 
nection with all consumers served by the Cooperative. 


JOB DUTIES: 


1. 


Responsible for supervising, directly or indirectly, the work of all line department employees. 
In this connection, and in accordance with the Cooperative’s supervisory standards, the in- 
cumbent is responsible for: 


a. Planning, scheduling, and making work assignments to all subordinate employees in such 
way as will insure the handling of all work in a prompt, safe, economical, work-man-like, 
and generally efficient manner. 


b. The quality and quantity of all work performed or handled by subordinate employees. 
c. Proper training of all subordinate employees in all phases of their assigned work. 


d. Interviewing selected applicants for job openings and making recommendations to the 
Manager in connection with final selections. Is also responsible for continuously eval- 
uating the performance of each subordinate and for making appropriate recommendations 
to the Manager for the replacement of any employee who is either unable or unwilling to 
satisfactorly perform his assigned duties. 


e. Continually and critically reviewing all work methods, procedures, etc., for the purpose 
of discovering ways and means of effecting improvements in same, as well as for making 
appropriate recommendations to the Manager for effecting such improvements. 


f, Knowing and understanding the organization and for effecting adherence to it in the 
course of carrying on all assigned functions. 


On the basis of written job orders, together with applicable sketches prepared by the Engineer, 
is responsible for directing and supervising all construction work on the system. 


Responsible for directing and following through on all line matters essential to the main- 
tenance of service throughout the area served; for coordinating and following through on 
outages, trouble calls, investigating consumer’s complaints, etc., so as to restore service 
with the least possible inconvenience to all concerned. 


Responsible for assigning to subordinates for execution, all approved requests made by con- 
sumers for running services, making connects and disconnects, changing meters, etc., and for 
following through to determine that such matters are promptly and properly handled. 


On the basis of either written or oral instructions from headquarters, is responsible for effect- 
ing disconnects for non-payment of bills. (Final decisions as to cutoffs are made by the 
Manager, or in his absence, by the Office Manager.) 


Responsible for effecting proper and only authorized use of any and all automotive and other 
equipment and tools assigned to and/or used by him personally, or by employees under his 
supervision. In this connection, is further responsible for effecting, either personally or by 
subordinates, minor maintenance and servicing of all such equipment as assigned, as well as 
for reporting to the Manager any maintenance needs which he is not personally able to handle. 
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7. Responsible for making assignments and for following up on the reading of meters in ac- 
cordance with the policy of the Cooperative, i.e., all meters in the towns of Lometa and 
Evant read monthly, all meters for which no reading has been received from the consumer 
for the previous three months, and such other readings as may from time to time be required. 


8. Responsible for knowing, understanding and personally performing all duties in accordance 
with accepted safety rules, regulations, practices, etc., as well as for effecting adherence 
to such standards on the part of all personnel in the line department. 


9. Responsible for the proper care, use, handling, protection and accountability of any and all 
materials issued to him or to his subordinates for specific jobs, truck or other inventories, 
etc., and for the accuracy of all reports as to the use of such materials. In this connection, 
is further responsible for the proper care of and return to the warehouse of all unused, surplus 
and/or retired materials. 

10. Responsible for personally carrying out, or assigning to and following up on, wiring inspection 
requests by consumers any place in the area served. 


11. Responsible, at all times and under any circumstances requiring direct contact with individual 
members or others, for handling assignments and conducting himself in such a manner as will 
reflect credit on the management of the Cooperative, and contribute to an increasingly better 
understanding by, and harmonious relations with, the members and public in general. Respon- 
sible also for cooperating to every reasonable extent with the heads of other departments to 
the end that a high degree of coordination may be achieved on all matters where the work of 
his department is inter-related to that of another. 


12. Pesponsible for knowing and keeping currently informed with respect to any and all policies, 
procedures, FCC regulations, rate schedules, National Electrical Code, wiring specifications, 
or other similar matters relating to the incumbent’s assigned duties, and for clearly and ac- 
curately interpreting same to Members, employees and others concerned as circumstances 
require. 

13. Responsible for having a thorough knowledge of the entire distribution system, such as lo- 
cation of lines, voltages, sources of power, direction of feeds, the extent or approximate 
amount of load carried by each metering point, the relative importance of one line to another, 
location of breakers, etc. In this connection, must have a thorough knowledge of the system 
of mapping, and be able to read and to interpret maps to others. 


14. Responsible for performing such other duties of a comparable nature as may, from time to 
time, be assigned. 


JOB REQUIREMENTS: 


1. Must have the equivalent of a high school education, plus a minimum of five years of closely 
related work experience. If such experience was gained with the Cooperative, somewhat less 
might be acceptable. In any event, at least two years of such experience should have included 
responsibility for directing the work of a line construction crew, training of subordinates, etc. 


2. Must have a thorough knowledge of all line materials, assemblies, equipment and apparatus 
*¢g: . b 
as well as of standard REA specifications, so as to be able to understand, issue and/or 
execute written and oral instructions in connection with construction drawings, staking sheets 
> 

etc. 


3. Must . willing to personally perform construction, maintenance and operating work when 
required. 


4. Must be willing to accept standby duty on trouble calls and perform such work in all kinds 
of weather and at all hours of the day or night. 
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5. 


Must be physically able to continuously perform very strenuous tasks such as climbing, 
lifting, carrying, holding etc., over relatively long periods of time. In this connection, must 
be willing to submit to, and successfully pass, a physical examination at any time such might 
be required. 


Must have a thorough knowledge and understanding of all applicable safety rules, regulations 
and practices, and be able to periodically make a satisfactory rating in connection with any 
written or oral examination which, from time to time, may be required of him. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: SERVICEMAN GRADE: 
JOB SUMMARY: 


Under general supervision of the Line Foreman, is responsible for supervising and/or personally 
performing a wide variety of involved and hazardous types of line construction, maintenance, 


operations and service work. 


JOB DUTIES: 


1. 


12. 


Responsible for carrying out—in a safe, prompt, efficient and workman-like manner—both written 
and oral instructions for the construction, maintenance and servicing of any and all lines with- 
in an assigned geographic area; and, upon special assignment, for performing similar work on 
lines anywhere on the system. 


Responsible for training and supervising one helper on any and all assigned jobs requiring 
such help. In this connection, is responsible and accountable for the quality and quantity of 
all work accomplished by, as well as for the safety of any employee(s) assigned to work with him. 


Responsible for knowing, understanding and personally performing all duties in accordance with 
accepted safety rules, regulations and practices, as well as for effecting adherence to such 
standards on the part of anyone assigned to work under his supervision. 


As assigned, is responsible for executing, with or without assistance, a variety of misc- 
ellaneous duties, such as reading meters, connecting or disconnecting services, collecting 
delinquent accounts, etc. 


In the normal course of his assigned work, is also responsible for complying with Members’ 
requests for investigating trouble, restoring service, making connects, disconnects, installing 
and removing transformers, running 3rd wires and secondary services, etc., as well as for 
making accurate reports of such matters to his supervisor. 


In the normal course of his assigned work, is also responsible for recognizing and for taking— 
on his own initiative—proper action in connection with minor maintenance needs of the system 
and for reporting work accomplished. 


Responsible for effecting proper and only authorized use of any and all automotive and other 
equipment and tools assigned to and/or used by him personally, or by employees under his 
supervision. In this connection, is further responsible for effecting, either personally or by 
subordinates, minor maintenance and servicing of all such equipment, as well as for reporting 
to his superior any maintenance needs which he is not personally able to handle. 


Responsible for making all required reports, either orally or in writing, accurately and promptly. 
Responsible for making house wiring inspections as assigned. 
Responsible for assisting construction crews when necessary as assigned by Line Foreman. 


Responsible for the proper care, use, handling, protection and accountability of any and all 
materials issued to him for specific jobs, truck or other inventories, etc., and for the ac- 
curacy of all reports as to the use of such materials. In this connection, is further respon- 
sible for the proper care of and return to the warehouse of all unused, surplus and/or re- 
tired materials. 

Responsible at all times and under any circumstances requiring direct contact with individual 
members for handling assignments and conducting himself in such manner as will reflect 
credit on the management of the Cooperative, and contribute to an increasingly better under- 
standing by, and harmonious relations with, the Members and public in general. 
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13. Responsible for knowing and keeping currently informed with respect to any and all policies, 


procedures, rate schedules, wiring specifications, or other similar matters relating to the 
incumbent’s assigned dutiés, and for clearly and accurately interpreting same to members 
and others concerned as circumstances require. 


14. Responsible for performing such other related dutiés as it may, from time to time, be necessary 


to assign him. 


JOB REQUIREMENTS: 


Te 


2. 


Must have the equivalent of a high school education, plus 3 years experience in line work, 
including a minimum of 2 years climbing poles. 


Must be capable of planning routine work in order that maximum production can be attained 


with minimum expense. In addition, the incumbent must be able to complete assignments 
in a workman-like manner. 


Must be physically able to continuously perform reasonably strenuous tasks such as climb- 
ing, lifting, carrying, holding, etc., over relatively long periods of time. In this connection, 
must be willing to submit to, and successfully pass, a physical examination at any time such 
might be required. 

Must have a thorough knowledge of his assigned portion of the distribution system, such as 
location of lines, voltages, sources of power, direction of feeds, the extent or approximate 
amount of load carried by each metering point, the relative importance of one line to another, 
location of breakers, etc. In this connection, must have a thorough knowledge of the system 
of mapping, and be able to read and to interpret maps to others. 


Must have a thorough knowledge and understanding of all line materials, assemblies, equip- 
ment and apparatus, as well as of standard REA specifications, so as to be able to under- 
stand and execute both oral and written instruction, construction drawings, staking sheets, etc. 


Must be willing and able to respond to duty calls any hour of the day and night, weekends, 
and holidays, as well as in any kind of weather. In this connection, is responsible for accept- 
ing standby duty as assigned. 


Must have a thorough knowledge and understanding of all applicable safety rules, regula- 
tions and practices, and be able to periodically make a satisfactory rating in connection 
with any written or oral examination which, from time to time, may be required of him. 


Must be able to drive heavy automotive equipment and have a current commercial driver’s 


license. The incumbent of this position must have a thorough knowledge of all applicable 
traffic laws and rules governing safe driving practices. 


In order to qualify for house wiring inspections, must pass a wiring inspector’s examination. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: SERVICEMAN’S HELPER GRADE: 
JOB SUMMARY: 


Under the direct supervision of a Serviceman, or other supervisor as assigned, performs a wide 
variety of unskilled tasks as required, 


JOB DUTIES: 


1. As specifically instructed by his assigned supervisor, performs routine jobs of which the 
following are typical: 


a. Works as a helper to a lineman on all types of construction and maintenance work, both 
on the ground and on poles. 


b. Assists in keeping the equipment and tools in good working condition, services trucks, 
keeps tools and materials on trucks in an orderly and easily accessible arrangement. 


c. Drives truck, digs holes, cuts brush, trims trees and performs other related unskilled 
laboring tasks as assigned. 


2. Responsible for knowing, understanding and personally performing all duties in accordance 
with applicable safety rules, regulations and practices, as well as for being constantly alert 
to, and cautioning his supervisor about, existing hazards and/or unsafe practices. 


JOB REQUIREMENTS: 


1. Must have, as a minimum, the equivalent of a high school education. 


2. Incumbent must not be more than thirty (30) years of age. 


3. Must be capable of or willing tolearn to climb poles. 


4. Must be able to operate heavy automotive equipment and have a current commercial driver’s 
license. Must also have a thorough knowledge of all applicable traffic laws and rules govern- 
ing safe driving practices. 


5» Must be physically able to continuously perform strenuous tasks such as climbing, lifting, 
carrying, etc., over relatively long periods of time. In this connection, must be willing to 
take, and successfully pass, a physical examination at any time such may be required. 


6. Must acquire a working knowledge of the more commonly used terms of line materials, as- 
semblies, etc. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: LABOR FOREMAN GRADE: 
JOB SUMMARY: 


Under general supervision of the Line Foreman, is principally responsible for directing a crew 
of from one to six laborers performing a variety of work in connection with the construction and 
maintenance of lines and/or right-of-ways. Normally assignments are such as to require in- 
cumbent to personally perform the same work as those he is supervising. 


JOB DUTIES: 


1. 


8. 


Responsible for personally performing and supervising a crew of men engaged in a variety of 
both unskilled and semi-skilled tasks such as digging holes, hauling, framing and setting 
poles, clearing right-of-ways, etc., as assigned. In this connection, is responsible for 
carrying out all assigned work in a safe, prompt and workman-like manner, as well as for 
the quality and quantity of all work accomplished by those assigned to his supervision. 


Responsible for personally setting dynamite charge for blasting rock holes and for care of 
explosives in compliance with safety regulations. 
Responsible for operating air compressor and jack hammer on rock holes 


Responsible for making allrequired reports, either orally or in writing, accurately and promptly. 


Responsible for knowing, understanding and personally performing all duties in accordance 
with accepted safety rules, regulations and practices, as well as for effecting adherence to 
such standards on the part of any and all men assigned to his supervision. 


Responsible for effecting proper and only authorized use of any and all automotive, and other 
equipment and tools assigned to and/or used by him personally, as well as by employees 
under his supervision. In this connection, is further responsible for effecting, either per- 
sonally or by subordinates, minor maintenance and servicing of all such equipment, as well 
as for reporting to his supervisor any maintenance needs which he is not personally able 


to handle. 


Responsible for the proper care, use, handling, protection and accountability of any and all 
materials issued to him for specific jobs, truck or other inventories, etc., and for the ac- 
curacy of all reports as to the use of such materials. In this connection, is further respon- 
sible for the proper care of and return to the warehouse of ali unused, surplus and retired 
materials. 


Responsible for performing such other work of a related nature as it may, from time to time, 
be necessary to assign. 


JOB REQUIREMENTS: 


1. 


2. 


Must have the equivalent of a grade school education, plus approximately one or two years 
experience on the same general type of work. Incumbent must be able to demonstrate reason- 
able ability to supervise a crew of several men. 


Must be physically able to perform fairly strenuous work over relatively long periods of time. 
In this connection, must be able to pass a physical examination if required by the Cooperative. 


Must have thorough understanding of all safety rules, regulations, practices, etc., applicable 
to the type of work performed, particularly in connection with explosives, air compressor, 
jack hammer, power saw, etc. 
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4. Must be sufficiently familiar with specifications relating to the types of work assigned as to 
be able to read and understand staking sheets. 


5. Must be able to drive heavy automotive equipment and have a current commercial driver’s lic- 
ense. The incumbent of this position must have a thorough knowledge of all applicable 
traffic laws and rules governing safe driving practices. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: CONSTRUCTION LINEMAN GRADE: 
JOB SUMMARY: 


Under direct supervision of the Line Foreman, is responsible for performing a wide variety 
of hazardous types of line construction, maintenance, operations and service work. Normally, 
the incumbent of this position works as a member of a crew but occasionally performs duties with 
the assistance of one or more helpers. 


JOB DUTIES: 


4. Responsible, normally (approximately 75 percent of the time), for carrying out in a safe, prompt, 
and workman-like manner oral instructions for construction of lines. Occasionally, as assigned, 
(approximately 25 percent of the time), is responsible for performing operations and main- 
tenance work any place on the system. 


2. In those cases where one or more men are assigned to work with him, is responsible for their 
safety, and for the quality and quantity of work performed. 


3. Responsible for knowing, understanding and personally performing all duties in accordance 
with applicable safety rules, regulations and practices, as well as for effecting adherence to 
such standards on the part of any and all men assigned to his supervision. 


4. Responsible for handling assignments and conducting himself in such manner as to contribute 
to an increasingly better understanding by, and harmonious relations with the Members. 


5. Responsible for the proper use and care of all equipment and tools, as well as for accurate 
accountability for all materials in connection with assigned work. Is responsible for reporting 
to supervisor any improperly operating equipment so that needed maintenance may be effected. 


6. Responsible for effecting proper and only authorized use of any and all automotive and other 
equipment and tools assigned to and/orused by him personally, or by employees under his super- 
vision. In this connection, is further responsible for effecting, either personally or by sub- 
ordinates, minor maintenance and servicing of all such equipment as assigned, as well as for 
reporting to his supervisor any maintenance needs which he is not personally able to handle. 


7. Responsible formaking all required reports, either orally or in writing, accurately and promptly. 


8. As time permits, or as found necessary to require, is responsible for performing such other re- 


lated duties, such as digging holes, greasing automotive vehicles, etc., as assigned. 
JOB REQUIREMENTS: 


1. Equivalent of a high school education, with at least three years experience in a line crew, at 
least two years of which must have been work involving climbing poles. 


2. Must be able to drive heavy automotive equipment and have a current commercial drivers 
license. The incumbent of this position must have a thorough knowledge of all applicable 
traffic laws and rules governing safe driving prac tices. 


3, Must be physically able to continuously perform strenuous tasks such as climbing, lifting, 
carrying, holding etc., over long periods of time. In this connection, must be willing to submit 
to, and successfully pass, a physical examination at any time such might be required. 


4. Must have good working knowledge of all line materials, assemblies, equipment, and apparatus, 
as well as of standard REA specifications, so as to be able to understand and execute both 
written and oral instructions in connection with construction drawings, staking sheets, etc. 
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Must have reasonably good knowledge of the entire distribution system, such as location of 
lines, voltages, sources of power, direction of feeds, location of breakers, etc. In this con- 
nection, must have a good knowledge of the system of mapping, and be able to read and to in- 
terpret maps to others. 


Must be willing to occasionally accept duty calls at any time during days or nights when 
serviceman is not available or additional help is required to restore service. 


Must have a thorough knowledge and understanding of all applicable safety rules, regulations 
and practices, and be able to periodically make a satisfactory rating in connection with any 
written or oral examination which, from time to time, may be required of him. 


Minimum age for this position is 21. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: CONSTRUCTION HELPER GRADE: 
JOB SUMMARY: 


Under direct supervision of a line department supervisor as assigned, performs a wide variety of 
unskilled tasks as required. 


JOB DUTIES: 


1. 


2. 


3. 


As specifically instructed by an assigned supervisor, performs very routine unskilled jobs of 
which the following are typical: 


a. Works as helper to a lineman on routine line construction and maintenance jobs. 
b. Digs holes, cuts brush, and hauls poles. 

c. Loads and unloads construction materials. 

d. Drives and operates winch truck. 

e. Frames and sets poles. 


Responsible for knowing, understanding and personally performing all duties in accordance with 
applicable safety rules, regulations and practices. 


Performs such other work of a similar nature as may be assigned. 


JOB REQUIREMENTS: 


I. 


2. 


Must have equivalent of an eoementary school education, plus sufficient related work ex- 
perience to enable incumbent to understand or learn names, uses and operation of any equip- 
ment, tools and materials common to the work assignment. 


Must be physically able to continuously perform very strenuous tasks such as lifting, carrying, 
holding, etc., over long periods of time. In this connection, must be willing to submit to, and 
successfully pass, a physical examination at any time such might be required. 


Must be able to drive heavy automotive equipment and have a current commercial driver’s 
license. The incumbentof this position must have a thorough knowledge of all applicable traffic 
laws and rules goveming safe driving practices. 


Must have, or acquire, a working knowledge and understanding of all applicable safety rules, 
regulations and practices, and be able to periodically make a satisfactory rating in connection 
with any written or oral examination which, from time to time, may be required of him. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: OFFICE MANAGER | GRADE: 
JOB SUMMARY: 


Under general direction and supervision of the cooperative manager, is responsible for assisting in 
the planning, and for personally performing or supervising and generally coordinating a wide variety 
of functions relating to the accounting and general business phases of the cooperative’s affairs. 


JOB DUTIES: 


1. 


3. 


Responsible for maintaining the general books of the corporation, including all required sub- 
sidiary accounts, in accordance with the Federal Power Commissions uniform system of ac- 
counts and in accordance with the standards specified by the Rural Electrification Administra- 
tion, the Board of Directors and the Manager. In this connection, is also responsible for the 
proper and current handling of the general books, including required subsidiary accounts, of 
the Lometa Refrigeration Cooperative, Inc., in the manner and in accordance with standards 
established by the Rural Electrification Administration, the Board of Directors and the Manager. 


Responsible for supervising the work of four or five employees. In this connection, and in 
accordance with the cooperative’s supervisory standards, the incumbent is responsible for: 


a.. Planning, scheduling and making work assignments to all subordinate employees in such 
way as will insure the handling of all work in a prompt, economical and generally efficient 
manner. 


b. The quality and quantity of all work performed or handled by subordinate employees. 


c. Proper training of all subordinate employees in all phases of their assigned work. In this 
connection, is responsible for having an understudy or second employee, fully prepared 
through proper training, to handle the duties of each other job wider his supervision in the 
event of sickness, resignation, dismissal, etc., of any other employee. 


d. Interviewing selected applicants for job openings and making recommendations to the 
Manager in connection with final selections. Is also responsible for continuously evaluat- 
ing the performance of each subordinate and for making appropriate recommendations to his 
superior for the replacement of any employee who is either unable or unwilling to satisfact- 
orly perform his assigned duties. 


€- Continually and critically reviewing all work methods, procedures, etc., for the purpose of 
discovering ways and means of effecting improvements in same, as well as for making ap- 
propriate recommendations to his superior for effecting such improvements. 


f. Knowing and understanding the organization and for effecting adherence to it in the course 
of carrying on all assigned functions. 


Responsible for coordinating, where required, the work of his department with that of the line 
department and the engineer. In this connection, it is the responsibility of the Office Manager 
to give other personnel the benefit of his knowledge in the application and/or interpretation of 
existing policies, procedures, accounting requirements, etc. This does not mean, however, 
except as specifically stated as item “lo. 17, that any responsibility rests with the Office 


Manager for the work of, or results attained by, anyone other than those employees regularly 
under his direction. 
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4. Responsible for keeping thoroughly and currently informed with respect to all REA accounting 
requirements, procedures, rules, regulations, etc., as well as in connection with the by-laws 
and board policies in so far as they relate to explaining and interpreting same to employees, 
Members and others concerned, if and when required to do so. In this connection, is also 
responsible for seeing to it that each subordinate understands such matters to the extent 
necessary for proper performance of assigned work. 


5. Responsible for planning and, upon approval by the Manager, for supervising the installation 
and current maintenance of files of records, correspondence and other material with which 
his department is concermed. 


6. Responsible for independently initiating and/or replying to correspondence of a general nature 
between the Cooperative and Members, the Auditing and Accounting Division of REA, etc. 
(Such letters are prepared for the signature of the Manager and, normally, are signed by him). 


7. Responsible for the accurate and prompt submission of all special and regularly required re- 
ports. This includes, but is not limited to, the monthly opezating report, Manager’s monthly 
report to the Board, expenditure reports to REA and annual financial report to the members. 


8. Responsible for assisting the manager in planning and preparing the annual operating budget. 
In this connection, is responsible for developing such statistical data as may be necessary to 
the overall planning by the Manager; for planning and making responsible recommendations with 
respect to budgetary needs of his own department; and for assisting the Manager in making 
periodic analysis of operating results in terms of budget estimates. 


9. Based upon reports given to him by the Engineer, is responsible for determining—at the end of 
each month—that inventories of materials on hand are in agreement with the general ledger; 
and, if not in agreement, for endeavoring to reconcile same with the help of the Engineer; and, 
if this is not accomplished, for reporting the matter to the Manager. 


10. Responsible also for determining that work order inventories are maintained in balance with 
the general ledger and with construction work in progress accounts, and for bringing to the 
Manager’s attention any such matter which cannot be reconciled. 


11. Responsible for checking invoices and for approving same for payment. In this connection, 
is responsible for seeing that the cooperative receives the benefit of all applicable discounts. 


12. Responsible for personally checking the cash on hand daily and seeing that all deposits are 
made daily and credited to the proper accounts. 


13. Responsible for keeping the Manager currently and fully informed with respect to any and all 
developments beyond normal routine matters, particularly in connection with developments 
during the manager’s absence from the office. 


14. Responsible for establishing and, through the efforts of his subordinates, for consistently 
maintaining such housekeeping standards in his own office, the general office and the vault, 
as the Manager may prescribe. 


15. Responsible for dispatching, by radio, designated line department employees in connection 
with trouble and other service calls received through the office; for receiving radio messages 
from outside employees, supplying same with routine information as requested, etc. In this 
connection, is also responsible for assigning this duty to a subordinate employee at any time 
he is personally absent from his office. 


16.Responsible upon notification by the Manager, for taking such steps as may be necessary to 
have the general books and supporting records in such condition as to facilitate the work of an 
auditor. In this connection, is responsible for cooperating with an REA or other auditor 
assigned to the cooperative to the end that the auditor will be supplied with all proper in- 
formation in order that the cooperative will secure the utmost benefit from the audit. 
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17. During any extended absence of the Manager, is designated as acting manager and, as such, 


is responsible for supervising the entire organization during such periods of time. (This 
responsibility calls for making decisions with respect to normal routine day-to-day operations 
or, in certain instances, a determination that the Manager is to be contacted or that the deci- 
sion will await his return. In any event, in the absence of the Manager, the incumbent of this 
position is required to assume the full administrative responsibility of the position of manager 
except in connection with matters of a policy nature.) 


18. Responsible at all times, under circumstances requiring direct contact with individual members 


or others, for handling assignments and conducting himself in such manner as will reflect 
credit on the management of the Cooperative and contribute to an increasingly better under- 
standing by, and harmonious relations with, the Members and public in general. Responsible 
for cooperating to every reasonable extent with the heads of other departments to the end that 
a high degree of coordination may be achieved on all matters where the work of his department 
is inter-related. to that of another. 


19. Responsible for effecting proper and only authorized use of any automotive and other equipment 


assigned to and/or used by him personally, as well as by employees under his supervision. 
In this connection, is further responsible for reporting to the Manager any maintenance needs 
of such equipment. 


20. Responsible for knowing that an adequate stock of all required forms, stationary, and other 


supplies essential to the proper functioning of the entire department are on hand. 


21. Responsible for carrying out such other special assignments or performing such other tasks as 


may, from time to time, be assigned to him by the M anager. 


JOB REQUIREMENTS: 


1. 


Must have, as a minimum, a high school education, supplemented by successful completion of 
a course involving accounting principles. In addition, the incumbent should have had a min- 


imum of three years experience on closely related work with an REA cooperative or, in lieu of 
REA experience, he should have had a minimum of five to six years experience of a com- 


parable nature in another type of business. 


Incumbent must possess Supervisory skill and understanding sufficient to enable him to 
select and train new employees; to plan, assign, and follow up on work of subordinates; to set 
performance standards; to exercise required firmness and fairness in all dealings with sub- 
ordinates; to be capable of handling and resolving minor grievances on the job, etc. 


Must have, or acquire, a thorough knowledge of all applicable policies, procedures, rate sched- 
ules, rules and regulations, etc., essential to full understanding of and ability to handle all 
phases of assigned duties. 


Must have, or acquire, a general understanding of the entire distribution system such as loca- 
tion of lines, sources of power, the relative importance of one line to another, etc. In this 
connection, must have a thorough knowledge of the system of mapping, and be able to read 
and to interpret maps to others. 


Must have working knowledge of line materials, assemblies, equipment and apparatus so as 
to be able to understand the general use of same, termimlogy commonly used, etc. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: ASSISTANT BOOKKEEPER 
JOB SUMMARY: GRADE: 


Under general supervision of the Office Manager and Head Bookkeeper, is responsible for per- 
forming a wide variety of individually routine, but collectively rather complex typing, stenographic 
and accounting duties relating to numerous phases of the Cooperative’s billing, collecting, con- 
sumer correspondence and general accounting functions. 


JOB DUTIES: 


1. Responsible for accurately computing and preparing monthly all large power bills involving 
special rates and procedures. 


2. Responsible for preparing and keeping an accurate record on all delinquent accounts and 
miscellaneous credits. 


3. Responsible for preparing and keeping an accurate record of advance payments by consumers 
for electric service. 


4. Responsible for compiling and typing anaccurate list of second notices for collection purposes. 


5. Responsible for compiling and typing an accurate list of adjustments to consumers’ accounts 
from which journal entries are made at the end of each month. 


6. Responsible for checking all related records, composing and typing for the Manager’s signature, 
letters of reply in connection with complaints, misunderstandings, etc., relating to individual 
consumer bills, membership fees, inspection fees, etc. 


7. Responsible for preparing trial balance on the plant account for monthly operating report. 
8. Responsible for accurately posting cash received to the cash received general funds journal. 


9. Responsible for balancing accounts receivable consumers ledger with the general ledger 
each month. 


10. Responsible occasionally for taking and transcribing dictation of letters, reports, etc., includ- 
ing routine non-technical terminology. 


11. Responsible for performing duties of billing machine operator during his or her absence. 


12. Responsible for maintaining prescribed housekeeping standards with respect to her desk and 
the immediate surrounding area. 


13. Responsible for maintaining in an accurate, clean, orderly and current manner all files re- 
lating to all assigned work. 

14. Responsible, at all times and under all circumstances requiring direct contact with individual 
members, for handling assignments and conducting himself in such manner as will reflect 
credit on the management of the Cooperative. 


15. Responsible for performing such other related typing, stenographic and accounting duties as 
it may, from time to time, be necessary to assign. 


JOB REQUIREMENTS: 


1. Must have, as a minimum, a high school education with courses in bookkeeping, short hand 
and typing, plus a minimum of two to three years closely related office experience including 
considerable bookkeeping work. 
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Must possess ability to compose a good, gtamatically correct, business letter in simple and 
readily understandable language. 


Must have, or acquire, a thorough knowledge of all policies, procedures, rate schedules, 
etc., relating to assigned duties so as to be able to accurately and clearly explain and in- 
terpret same to members concerned. 


Must have ability, or adaptability to learn, to operate a billing machine. 


Must be proficient in the use of a typewriter, caluclating and/or adding machines. 
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JOB DESCRIPTION AND REQUIREMENTS 


(EXAMPLE ONLY) 


‘ TITLE: BILLING CLERK GRADE: 
JOB SUMMARY: 


Under general supervision of Office Manager, 1s responsible for performing a variety of clerical 
° and machine duties principally relating to the billing and posting of consumers’ account ledgers. 


JOB DUTIES: 


hy L 


2. 


10. 


Ts 


12. 


Responsible for accurately preparing, by machine, all regular consumers’ bills for electric 
services; for consolidating billing totals; and for verifying and confirming same for the purpose 
of recording on the general ledger. 


Responsible for maintaining in current balance the subsidiary consumers’ accounts receivable 
ledger. 

Responsible for posting, by machine, all paid electric service receipts and for adding penal- 
ties to all bills not paid by specified date. 


Responsible, with assistance as assigned, for accurately getting out second notices by spec- 
ified date. 


Responsible for accurately listing the name, address and farm number of those meters to be 
read each month, due to the failure of such consumers to supply readings for past three months. 


Responsible for accurately posting all journal entries in connection with adjustments to con- 
sumers’ bills. 


In absence of Office Manager, responsible for checking cash daily and for making bank deposits. 


Responsible for knowing that an adequate stock of consumer ledger sheets, rolls of machine 
paper, ribbons and such other supplies regularly required for the performance of his duties, 
are on hand. 


Responsible for maintaining prescribed housekeeping standards throughout the machine room. 


Responsible, at all times and under all circumstances requiring direct contact with individual 
members, for handling assignments and conducting himself in such manner as will reflect 


credit on the management of the Cooperative. 
Responsible for maintaining in current, clean, orderly and accurate condition all records, and 


other documents which come into being or are part of the incumbent’s assigned duties. Such 
files are to be maintained in strict accordance with the Cooperative’s approved system. 


Responsible for performing such other related duties as it may, from time to time, be necessary 
to assign. 


JOB REQUIREMENTS: 


i 


Must have, as a minimum, a high school education preferably of a commercial nature. In ad- 
dition, the incumbent should have had a minimum of approximately two years work experience 
of a related nature, preferably involving the use of typewriter, adding, calculating, bookkeeping 
or other types of office machines. 


Must be capable of operating, with a high degree of accuracy, a billing and posting machine 
with such speed and efficiency as will meet required production standards. 


Must be capable of typing a minimum of 50 words per minute. In this connection, an applicant 
for this position must be willing to take and to satisfactorily pass a typing test of this nature. 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: CASHIER 
JOB SUMMARY: GRADE: 


Under general supervision of the Office Manager, is responsible for performing a variety of clerical 
and office duties principally relating to the payment of energy bills. 


JOB DUTIES: 


Le 


9. 


10. 


it: 


Responsible for the accurate handling of and accounting for monies received both at the office 
and through the mail. In this connection, is also responsible for the accurate preparation of 
daily bank deposit slips on monies received. 


Responsible for alphabetizing meter cards and cash stubs to correspond with arrangement of 
ledger sheets, for use of billing machine operator in billing and posting. 


Responsible for accurately maintaining receipt book on membership and inspection fees and 
in addition, for seeing to it that person making payment receives proper receipt. 


Responsible for the accuracy of the second notices list prior to release to Servicemen for col- 
lection or dis-connection. This requires careful checking of any monies which may have been 
received from such consumers after preparation of second notices. 


Responsible for the accuracy of consumers’ bills reflecting arrears. This requires a careful 
check of second notices and, where full or partial payment has been received, removal of such 
amounts. 


Responsible for addressing, by machine, all meter reading cares, bills, etc., in accordance 
with established time schedules. 


Responsible for stapling all meter cards before mailing. 


Responsible for maintaining her desk, cash register, addressing machine and surrounding area, 
in a clean and orderly manner at all times. 


Responsible for informing the Office Manager when a new supply of meter cards and such 
other supplies as are required, are to be ordered. 


Responsible, at all times and under all circumstances requiring direct contact with individual 
members or others, or handling assignments and conducting herself in such a manner as will 
reflect credit on the management of the Cooperative. 


Responsible for performing such other related duties as may, from time to time, be assigned. 


JOB REQUIREMENTS: 


1 


2. 


Minimum of a high school education, plus a minimum of one year of office experience, pre- 
ferably involving the handling of money, making change and dealing with the public. 


Must be capable of typing a minimum of 50 words per minute. In this connection, an applicant 
for this position must be willing and able to take and satisfactorily pass a typing test of this 
nature. 


Complete knowledge of all rate schedules, policies and procedures governing terms of payment 
of energy bills. In addition, must be able to explain to Members the manner in which bills are 


computed, 
6 
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JOB DESCRIPTION AND REQUIREMENTS 
(EXAMPLE ONLY) 


TITLE: UTILITY CLERK-STENOGRAPHER 
JOB SUMMARY: GRADE: 


Under the general supervision of the Office Manager, is responsible for performing a wide variety 
of individually routine, but collectively complex clerical, typing and stenographic duties relating 
to various phases of the office activities. 


JOB DUTIES: 


1. Responsible for the accurate posting of connect, re-connect and dis-connect orders to con- 
sumers’ ledgers, meter books, addressograph plates, and membership cards 


2. Responsible for posting membership and inspection fee records and for being sure that these 
records are in balance with cash received for these purposes. 


3. Responsible for changing addresses of consumers on addressograph plates and consumer ledger 
sheets as changes are received, to insure that these records accurately reflect mailing ad- 
dresses at all times. 


4. Responsible for accurately posting daily time tickets and mileage reports to summaries. Com- 
putes payroll on 16th, and last day of each month, and assists in typing pay checks as re- 
quired. 


5. Responsible for listing revenue, KWH and consumers billed in Evant and Lometa by billing 
classifications each month. 


6. Responsible for accurately computing and preparing final bills and refunding membership fees 
on disconnects, 


7. Responsible for making connect, dis-connect and re-connect reports at end of month for operat- 
ing report. 


8. Assists, as assigned, billing clerk in preparing second notices. 
9. Responsible for maintaining her desk, surrounding area and vaultclean and orderly at all times. 


10. Responsible for relieving cashier as required. 


11. Responsible for performing routine copy typing of work orders, form letters statistical reports, 
etc., as assigned. 


12. Responsible for relieving secretary as required. 
13. Responsible for maintaining in current, clean, orderly and accurate condition all records, and 


other documents which come into being are or part of the incumbent’s assigned duties. Such 
files are to be maintained in strict accordance with the Cooperative’s approved system. 


14. Responsible, at all times and under all circumstances requiring direct contact with individual 
members or others, or handling assignments and conducting herself in such manner as will 
reflect credit on the management of the Cooperative, and contribute to an increasingly better 
understanding by, and harmonious relations with, the members and public in general. 


15. Responsible for performing such other related tasks as may, from time to time, be assigned. 
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JOB REQUIREMENTS: 


ik 


2. 


Must have, as a minimum, a high school education, preferably of a commercial nature. In ad- 
dition, the incumbent should have had a minimum of one year’s work experience of a related 
nature, preferably involving the use of a typewriter, adding, calculating or other types of office 
machines, 


Must be capable of typing a minimum of 50 words per minute. In this connection, an applicant 
for this position must be willing and able to take and satisfactorily pass a typing test of this 
nature. 


Must have, or acquire, complete knowledge of all rate schedules and understanding of all pol- 
icies and related procedures concerning energy, billing and terms for payment of accounts. 


Must have, or acquire, complete knowledge of pay rates and related procedures for computing 
pay checks, including withholding and social security taxes. 


Must have ability, or adaptability to learn, to operate billing machine. 
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JOB DESCRIPTION AND REQUIREMENTS 


(Example Only) 


TITLE: SECRETARY : GRADE: 


Job Summary 


Under general supervision of the Manager, or, in his absence, of the 
Office Manager, is responsible for preparing the Manager's corres- 
pondence, acting as receptionist and performing routine assignments 
in connection with various payroll and tax records, and reports. 


Job Duties 


l. 


2e 


36 


he 


be 


or 


Te 


8. 


Acts as receptionist; meets general public, determines purpose of 
visit and refers each one to appropriate person. 


Responsible for taking and transcribing dictation of letters, re- 
ports, minutes of Board meetings, etc., involving some technical 
terminology and requiring more than ordinary speed. 


Responsible for typing salary and other checks on both general and 
construction funds, as assigned, as well as work orders, monthly 
operating reports, expenditure reports, etc. 


Responsible for accurately posting check registers, payroll records, 
tax reports and social security reports. 


Responsible for reconciling all bank statements monthly, and bal- 
ancing with general ledger. 


Receives incoming telephone calls and refers them to proper per- 
sonnel. 


Responsible for maintaining in current, clean, orderly and accurate 
condition the Managerts files, as well as all records and other 
documents which come into being or are part of the incumbent's as- 
signed duties. Such files are to be maintained in strict accor- 
dance with the cooperative's approved system. 


Responsible for operating postage meter, making necessary reports 
on amount used and for having sufficient postage in the meter at 
all times. 


Responsible for collecting and taking to the post office outgoing 
mail. 


Responsible for relieving cashier as assigned. 
Responsible, at all times and under all circumstances requiring di- 
rect contact with individual members and others, for handling as- 


signments and conducting herself in such manner as will reflect 
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12. 


13. 


credit on the management of the cooperative and contribute 
to an increasingly better understanding by, and harmonious 
relations with, the members and public in general. 


Responsible for maintaining her desk and surrounding area in 
a clean and orderly manner. 


Responsible for performing such other duties of a comparable 
nature as, from time to time, may be necessary to assign. 


Job Requirements 


l. 


26 


36 


he 


Minimum of high school education, with courses in shorthand and 
typing, plus at least two to three years of office experience of 
a comparable nature. 


Must be capable of typing a minimum of 50 words per minute. In 
this connection, an applicant for this position must be willing 
and able to take and satisfactorily pass a typing test of this 
nature. 


Ability to take and transcribe dictation at better than average 
speed. 


Must have ability to write grammatically correct letters, reports, 
etc., to properly use punctuation, capitalization, etc. 
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TITLE: ENGINEER GRADE: 


Job Summary 


Under general supervision of the cooperative Manager, is responsible 
for performing a variety of both technical and non-technical duties, 
principally of an engineering nature, in connection with the con- 
struction and maintenance of the electric distribution lines through- 
out the area served; for the maintenance of and accounting for in- 
ventories of line materials stocked for this purpose; and for other 
duties of a related nature as required. 


Job Duties 


1. Responsible for independently planning, laying out, staking and 
scheduling for construction of all such new line extensions as 
meet the policy requirements of the cooperative. In this con- 
nection, is responsible for: 


a Procuring such easements as may be required or determining 
that same are already on file. 


be Preparing appropriate staking sheets of other construction 
drawings for the guidance of the line foreman. 


ce Compiling estimates of and withdrawing fram the warehouse 
all such materials as may be required for completion of such 
jobs. 


Is also responsible for similar duties in connection with all 
line retirements. 


2. Responsible for determining that all line construction is carried 
out in a manner consistent with the cooperative's current system 
study and REA specifications; for directing to the Manager's at- 
tention any problem relating thereto which he is not able or does 
not have the authority to personally handle. In this connection, 
is also responsible for revising and keeping the system study up 
to date. 


3. Responsible for supplying, either as requested by the line fore- 
man or on his own initiative, such technical supervision as may 
be necessary to insure full conformance with all applicable con- 
struction and safety requirements, standards, codes, etc. 


4. Responsible for the accurate and current maintenance of the master 


tracing of all system maps on the basis of completed construction 
and retirement work orders, as well as for arranging for and fol- 
lowing through in connection with procuring necessary copies of 
such maps for the use of other personnel. 


5 Responsible for making such voltage and load checks as may be re- 
quired and for reporting the results of same to the Manager, to- 
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gether with recommendations for any action, if any, which should 
be taken. 


Responsible for compiling and preparing for submission to REA all 
estimate work orders which may be required. 


Responsible for testing meters as required and for the accuracy 
of any reports required in connection therewith. 


In the Manager's absence, or upon assignment by the Manager, re- 
sponsible for advising with individual members concerning appli- 
cations for service, power use problems, wiring, rates, etc. 


Responsible for receiving, disbursing and physically controlling 
all line materials, gasoline, oil, tires and other automotive sup- 
plies etc., which are purchased, retired, used and/or stocked by 
the cooperative; for effecting adherence to established procedures 
in connection with handling, using and accounting for materials 

and supplies; for keeping informed with respect to the normal usage 
of all materials and for requisitioning regularly used items in 
such amounts as will insure the maintenance of all inventories at 
authorized levels; for the accuracy and completeness of the month- 
ly summary of materials used and retired, distributed as to main- 
tenance, construction and operations; for current and accurate 
posting of all materials transactions to the materials record 
cards; for taking and certifying to the accuracy of such inven- 
tories of materials and supplies as may be required; and for work- 
ing with the Office Manager in reconciling any difference which 
may be found to exist between physical inventories, material record 
cards and the general books. 


Responsible for maintaining in current and accurate condition all 
records of labor, transportation and materials chargeable to in- 
dividual construction and retirement work orders. 

Responsible for maintaining, with the help of the building main- 
tenance man, as assigned by the Manager, prescribed housekeeping 
standards in his office, drafting room, the warehouse, meter room 
and outside materials storage area. 


Responsible for maintaining in current, clean, orderly and accurate 
condition all records, reports, correspondence, informational and 
technical materials, and other documents which cane into being or 
are part of the incumbent's assigned duties. Such files are to be 
maintained in strict accordance with the cooperativets approved 
system. 


Responsible for keeping the Manager currently informed, either oral- 
ly or through written reports, with respect to happenings, develop- 
ments, progress, etc., in connection with regular and special as- 
signments. 


Responsible for effecting proper and only authorized use of any and 
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all automotive, and other equipment and tools assigned to and/or 
used by him personally, or by employees under his supervision. 
In this connection, is further responsible for effecting, either 
personally or by subordinates, minor maintenance and servicing 
of all such equipment as assigned, as well as for reporting to 
the Manager any maintenance needs which he is not personally 
able to handle. 


Responsible for determining that all line construction complies 
with all safety laws and regulations such as state and local laws, 
National Electric Safety Code, REA specifications, railroad cross- 
ing requirements, local requirements, etc. 


Responsible for knowing and keeping currently informed with re- 
spect to any and all policies, procedures, REA requirements, FCC 
Regulations, rate schedules, National Electrical Code, wiring 
specifications, or other similar matters relating to the incum- 
bent's assigned duties, and for clearly and accurately inter- 
preting same to members, employees and others concerned as cir- 
cumstances require. 


Responsible, at all times and under all circumstances requiring 
direct contact with individual members and others, for handling 
assignments and conducting himself in such a manner as will re- 
flect credit on the management of the cooperative, and contribute 
to an increasingly better understanding by, and harmonious re- 
lations with, the members and public in general. Responsible 

also for cooperating to every reasonable extent with the heads 

of other departments to the end that a high degree of coordination 


may be achieved on all matters where the work of his department is 


inter-related to that of another. 


Responsible for performing such other duties of a comparable na- 
ture as may, from time to time, be assigned. 


Job Requirements 


1. 


26 


The incumbent of this position must be a high school graduate, 
have the equivalent of two years of college work and a minimum 
of two years work experience gained in the course of performing 
closely related duties, preferably with a consulting engineer 
firm handling REA work. Such experience should have included 
design and staking, preparation of system studies, drafting, 
handling of final inventories, etc. Must have a thorough know- 
ledge of REA standard specifications, construction and retirement 
work order procedures, related records and reports, etc. 


Must have, or acquire, a good knowledge of the entire distribu- 
tion system, such as location of lines, voltages, source of power, 
direction of feeds, the extent or approximate amount of load car- 
ried by each metering point, the relative importance of one line 
to another, location of breakers, etc. In this connection, must 
have a thorough knowledge of the system of mapping, and be able 
to read and to interpret maps to others. 
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Must have, or acquire, a better-than-average working knowledge 
of the most common types of motors, electrically powered farm 
equipment and appliances, wiring standards, etc. 


Must have a thorough understanding of the National Electric Code, 
applicable safety rules, regulations, practices, etc. 


Must have a thorough knowledge of (all) line materials, assemblies, 
equipment and apparatus, etc., as well as of standard REA speci- 
fications. 


Must be able to drive automotive equipment and have a current com- 
mercial driver's license. The incumbent of this position must 
have a thorough knowledge of all applicable traffic laws and rules 
governing safe driving practices. 
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TITLE: BUILDING MAINTENANCE MAN GRADE: 


A Job Summary 


Under direct) supervision of the Manager or, in his absence, the Of- 
fice Manager, is responsible for maintaining the headquarters build- 


ing, warehouse, storage area and grounds in a clean and orderly man- 


ner in accordance with standards set by the Manager. 


+ Job Duties 
Ms 1. Responsible for keeping the floors, windows, rest rooms, light 
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fixtures, venetian blinds, doors, and the building in general 
clean at all times. 


Responsible for keeping the grass and shrubs surrounding the 
building watered and trimmed. 


Responsible for unpacking materials and supplies and placing 
same in bins after having been checked by Engineer. 


Responsible for helping to assemble construction materials for 
the crews as required by the Engineer. 


Responsible for washing, greasing and servicing Manager's car 
and Engineer's pick-up on a regular schedule, as well as other 
vehicles as assigned. 


Responsible for repainting interior walls of building as may, 
from time to time, be assigned. 


Responsible for assisting serviceman or lineman when assigned 
in case of emergency and for delivering materials to crews in 
the field should the need arise. 


As a regular assignment, is required to clean floors on Thurs- 
day night of one week and apply wax on Thursday night of the 
following week. 


Responsible for inspecting the heating and cooling system, and 
for performing minor servicing of same, to insure proper opera- 
tion at all times. 


Responsible for seeing that sufficient supplies are on hand to 
perform above duties and for keeping these supplies in order. 


Responsible for seeing that all gates, doors, etc., are locked 
each night and that designated lights are left burning with all 
other lights turned off. 


Responsible for performing such other duties as may, from time 
to time, be assigned. 
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1. Grade school education, or its equivalent. ne 

2. Must have a current commercial driver's license 

32 Must have and consistently exercise a high degree of initiative 
in order to perform assigned work in such a manner as to elimi- — 
nate the need for the Manager to direct his attention to minor 
tasks. . 


4. Must be physically able to perform regular duties and other rela- 
tively strenuous tasks which may, from time to time, be assigned. 


de Must consistently present a clean and neat personal appearance. 
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